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SUMMARY

Currently there are 736 operating school districts
in New York State.  They are managed by 302 superintendents of
scnools, 133 district principals and one chancellor.

Duaring the 1973-74 school year these chief school
of ficers supervised more than 209,000 professional and approxi-
mately 150,000 nonprefessional employees. The schools they
nataee have total cnrvollments of 3,427,500, while the total of
thelr operating budgets (approximately 0.5 billion) coxceeds
that of many naticens. In short, public cducation may well be
the largest enterprise in this State.

Because theiv responsibility and power strongly
influences the cducation students receive, the Office of
Laucation Performance Review studied the chief school officers’
role In publtic clementary and sccondarv schools to determine:

-- on what basis practicing superintendents

are paid;

--  how thoev arce selected for their jobs;,

their current work activities: and

-~ how their training and background are

related to theilr current functions and
responsibilities,

This report concentrates on the 300 currently practic-
ing superintendents of schools®* who manuge the largest school
districts in the State outside of New York City; direct more

* At the time of this studv two of the superintendencics were
vacant.
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than half the professional staff (107,138 of a statewide total
of 209,261); and supervise the expenditure of approximately
$2.5 billion of the total spent on public elementary and
secondary education in the Stute,

This study consisted of analvses of all superinten-
dents' salaries for the 1972-73 and 1973-74 school years,
interviews with ten percent of all practicing supcrintqndonts,
and reviews of rescarch and literature relating to the super-

intendency.,

Findings

Comprehensive analyses of superintendents' salaries

revealed:

. The highest paid superintendent receives
§49,500, the lowest $§22,000, with the
average $32,500, excluding fringe benefits.

] There 1s no consistent relationship between
superintendents’ salaries and such factors
as statf size, enrollment, operating expend-
ttures, full value per resident WADA (a measure
of district wealth Jor state aid purpores), or
average family income in the district,

° The superntendent of the sccond largest school
district in the State ecarns $37,0007 and is
responsible for 00,348 students; the ten highest
paid supcrintendents in the State are responsible
for a total of 06,472 students, vet their

carnings total $J459,840.

1i



s There appears to be a relationship between
salaries and geographic arca. The median
salary in the Nassau-Suffolk region
($30,875) is approximately (7 percent
greater than the median salary of superinten-
dents in the Upper Mohawk Valley ($24,500).

In recent years a number of changes have combined to
alter the superintendent's role. Increasing financial respon-
sihbilities, the centralization of schoosl districts, voter re-
luctance to approve increased spending, and the Tavlor Law have
all caused todav's superintendent to become primarily a mandger
and less an cducator.

] Superintendents in this study spent alwost

79 percent of their work week in fiscal and
administrative aotivities.

. More time 1s spent by superintendents in
fiscal management and budget planning than
in any other activity,

) Only slightly more than ten percent of the
superintendents' time is spent in the super-
vision of tecaching and the evaluation of the
curront educational program,

The pool of candidates from which superintendents are

sclected is severely restricted by the Education Law, the
Regulations of the Commissioner of Education, and by recruitment

practices commonly usred by most school boards of cducation,
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° sexual discrimination severely restricts
job opportunities for women. Even though
women comprise more than 60 percent of the
tecaching staff, not one of the 300 currently
practicing superintendents in this study is
a woman.

) Certirication standards for superintendents
require graduate training and internships
limited to the field of education.

] Theoretically exceptions to these certification
requirements are possible. llowever, none
of the 300 currently practicing superintendents
is serving under such an cxception.

’ The average superintendent has less than one
year of werk experience outside the field of

cducation.

Recommendations

The superintendent is the chief executive officer of
the school district and plays a crucial role in determining the
quality and cost of the education our children receive. Restrict-
ing to cducators tle pool of candidates available {or the super-
intendency may no lcnger be desirable. Permitting salaries to
continue to be unrelated to respensibilities is not cost-effective,
Graduate training which is no longer vertinent is not in tae

hest interests of public schools.
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Theretfore, the State Education Department which has
primary responsibility for statewide education policy and
standards should:

o Immediately take effective action to assure

women cqual access to school superintendencies,
School boards should actively recruit female
candidates when superintendencies become
vacant. (The New York State Division of Human
Rights also has a responsibility to assure
atffirmative action.)

v Establish a rational basis lor superintendents’
salaries.,

. [nitiate legislation to allow competent candidates
tn addition to educators to compete for super-
intendencies.,

. Take steps, in cooperation with universitices,
to assurce that graduate programs and in-service
training programs arc pertinent to current job

reguirements.,
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BACKGROUND

currently there ave 730 operating school districts
in Now York State.  They are managed by 302 superintendents
of schools,® 133 district principals and one chancellor.*#%

Serving as the managing executives of local educational
systems, this greap intluences the budgeting and expenditure
of more public money than the total national budgets of many
countries. Because of their positions as chief executive
officers, these individuals strongly influence the cost and
quality of education in New York State.

buring the 1973-74 school year, chicf school officers
supervised more than 209,000 professional and approximately
130,000 nonprofessional employvees. The schools they manage
have total enrollments of 3,427,560 and total approved operating
expenditures of approximately $6.5 billion.***

buring much of the 19th century, while school districts
werce ovganized in the carly New England pattern where cach
district contained a single one-room school, administrative duties

could be handled by a board of education composed of volunteers.

* In addition there are 46 BOCES headed by district or BOCES
superintendents, a subject discussed in detail in BOARDS
OF COOPERATIVE EDUCATIONAL SERVICLES - An Examination of a
Temporary Program After 25 Years of Operation, (Albany:
Office of Education Performance Review, December 1973).

**  The Chancellor of the City School District of the City of
New York  has 32 superintendents of community school
districts reporting fo him.

*%%  Source: The State Education Department, Information
Center on bEducation.
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But as enroliments rose and as districts were combined, adminis-
trative tasks became too demanding for the volunteer boards
and full time administrators were required,

The first city superintendent was appointed on
July 9, 1837, when the Buffalo, New York Common Council estab-
lished the position of Superintendent of Common Schools. As
suburban populations increcased in the carly 20th century local
superintendencies were established in these areas also.*

As school systems continued to grow in size and
complexity, the chief school officer's role evolved from one
primarily clevical in nature, to an cducational function, and
finally to its current managerial status,*%*

ihe sections of the Iiducation Law that define the
powers and duties of the superintendent currently have all
but eliminated the clerical role. The Education Law provides
that in union free and central districts having populations of
4,500 or more and in <ity districts, the superintendent shall:

--  be c¢hiet executive officer of the school

district;

-- enforce all provisions of law and all rules

and recgulations relating to the management

of the schools;

Reller, Theodore L., "A Comprchensive Program for the
Preparation of Administrators,'" Preparing Administrators:
New Perspectives, eds., Jack A. Culbertson and Stephen 7,
Hencley (Columbus, USEA, 1962) p. 110,

¥ Griffiths, Daniel Edward, Developing Taxonomies of Orpan-

izational Behavior in Biducational Administration, Chicayo,
Rand McNally, 1969 Project for the USOE Burcau of Rescarch.




--  prepare the content of each course of study
authorized by the school board, and causce
such to be used when approved by the board
ol education;

--  recommend sultable lists of textbooks to
be used in the schools;

-- supervise and direct other school employeces,
transter tcachers, report violations of regu-
lations and cases of insubordination to the
board, and suspend any employce until the
next board meeting;

-- supervise and direct courses of study, the
cxamination and promotion of students, and
all matters pertaining to playgrounds, medi-
cal inspection, recreation and social work,
libraries, lectures, and all other educa-
tional activities under the management,
direction and control of the board of educa-
tion;

-- certify a minor's age;

--  suspend a minor; and

--  issue a c¢hild model work permit,

METHODOLOGY

Because of the cenormous responsibility of chief
school officers and their power to influence the education
students receive, the Office of Education Performance Review

undertook a study of the role of the superintendent in public

ERIC U

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

clementary and secondary schools to determine:

-- on what basis practicing superintendents
are paid;

--  how they are sclected for their jobs;

-~ their current work activities; and

--  how thelr training and backgrounds are
related to thelir current functions and
responsibilities,

District principals, the Chancellor of the City

school District of the Citv of New York, and the 32 community
school district superintendents veporting to him were excluded
from this study. These will be considered at a later date,

This study concentrates on the 300 currently practic-
ing superintendents® of schools. They manage the largest school
districts in the State outside of New York City, direct more
than halt the professional staftf (107,138 of a statewide total
of 209,261) and supervise the expenditure of approximately $2.5
billtion of the estimated $6.5 billion spent on public clementary
and sccondary education in the State during the 1973-74 school
vear, #%

o ascertain their actual work activities and back-
grounds, a sample of ten percent of all practicing superinten-

dents were studied this spring to determine their organizational

* At the time of this study two of the superintendencies were
vacant.,

¥%  Source: The State Education bepartment, Information Center
on liducation.



roles, work experiences, training and job demands. Filty-nine
percent of the sample were superintendents of unieon free or
central school districts and 41 percent were superintendents
of city school districts. The sample was geographically rvepre-
sentative; it also comprised superintendents who manage school
districts with enrvollments vanging {rom less than 1,500 to
more than 60,000 students,

In addition, the 1973-74 salaries of all superinten-
dents were analyzed and compared by geographical region., A
nunher of important variables including approved operating expen-
ditures, enrollment, full valuation in resident WADA* and
average family income in the district wevre analyzed statistically
in an effort to determine if they were reliable predictors of
salary.

Finally, the study included a review of contemporary
literature pertinent to the superintcendency as well as national

and state studies and surveys of the role of the superintendent.

FINDINGS

The Role of the Superintendent

"The role of the superintendent has changed

in recent years from that of a tecacher-educator
type of position to that of a chief executive
and chiet professional manager of the school
System,''¥¥%

* Weighted Average Daily Attendance, a basis for determining
State aid to schools,

GrifTiths, Daniel Edward, Developing Taxonomies of Organ-
izational Behavior in bducational Administration, Chicago,
Rand McNally, 1909 Project tor the USOL Burcau of Rescarch,
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A number of situations have combined to bring about
a change in the superintendent's role. First, the financial
responsibilities of the superintendency have increased dramati-
cally over the past few years. The total cost of public primary
and sccondary education in New York State which nine years
ago - during the 1964-65 school year - was approximately $2.5
billion, is ecxpected to rcach $6.5 billion currently, with
estimated total c¢osts next year exceeding $7 billion.

Sccondly, the past few ycars have seen a trend to-
ward fewer - but larger - centralized school districts, thereby
creating school systems with more students, more employees,
more lunches, more buses - in short, more complex administrative
situations.

In the 1965-06 school year there were 986 school
districts (795 operating) staffed by 167,936 professionals
with 3,176,574 enrolled students. In 1973-74 there are 759
school districts (730 operating) staffed by 209,261 professionals
and enrolling 3,427,560 students,

Numerous other gualitative and quantitative changes
have had their impact on the role of the superintendent. The
growth of testing and cvaluation, voter reluctance to approve
increascd school spending and higher school taxes have all
left their marks.

No combination of changes, however, has equalled
the dramatic impact of the passage of the Taylor Law in 1967.
Prior to that ycar, in most school districts across the State,

school boards and superintendents were not required to bargain

ERIC
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with school district employvees and were often able to determine
salaries and working conditions unilaterally.,

the Taylor Law rvequires that public emplovees, includ-
ing teachers, cafcteria workers and other professional and non-
professional school district staff be permitted to form unions.
[t requires boards of cducation to formally recognize unions
and to bargain with them. Most importantly for the superinten-
dent, the Law provides that no school district contract with a
union is binding unless it results from “the exchange of mutual
promisecs between the chief executive officer and an employee
organization.,"®

Today more than 280,000 public school employees, both
professional and nonprofessional, about 83 percent of the total,
arc represcented by approximately 1,900 employee organizations
in New York State. The Public Emplovment Relations Board
estimates that 45 percent of all contracts are negotiated on an
annual basis, creating a burdensome continuing responsibility
for school superintendents, even if they are not directly engaged
in bargaining.

In addition to the necgotiation process, the Taylor
Law has added new dimensions to the labor relations aspect of
the superintendent's job in other arcas. Tloday the superinten-
dent ts required to consult his staff on many issucs which
formerly were his to dispose of as he wished. Such matters as
¢lass size, sick leave, and number of tecaching hours per day

are often determined by clauses in union contracts. Failure to

* (Civil Service Law, Section 201(12). The Taylor Law is a part
of the Civil Service lLaw,
Q
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adhere to contract requirements or differing intevpretations
of what they mean can result in protracted discussions or in-
formal and formal g i1ovance procedures vhich often require the
superintendent's participation and ave exceedingly tine-consuming,
The Chairman of the New York State Public Employment
Retations Board, which oversces the negotiating process, char-
acterized the Taylor Law's impact on the superintendent by saying:
"Given these developments, it is c¢lear that the role
of the school superintendent or chief school officer is changing.
In my observations of negotiations in the schools of New York
State, I have been shocked at the attitude and approach of some
school superintendents. A surprising number of superintendents
want no part of the negotiations. They feel that negotiations
impinge on the time that they should devote to professional
responsibilities. Others take the approach that their role is
no more than that of a messenger boy between the tcachers on
once hand and the board of education on the other. Others,
although probably a minority, assume a major personal role in
the negotiating process.
"My attitude on this issue is simple and brutal.
It seems to me that a scheol superinteudent or chief school
officer, by whatever title, is hired to run the school system,.
Increasingly the negotiating process determines how the system
will be run. Any superintendent who cannot or will not assume
responsibility {or this nrocess, it seems to me, is not function-

ing as he should -- given the cvolution of the ecducational
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system underway today. Ie is simply not doing his job. If

such a conclusion or position is corrvect, it has obvious impli-
cations tor all types of training programs tor school administra-
tors, '

The Tavlor Law, the trend toward centralization, and
increasing school costs have combined with other elements to
radically change the nature of the role of the superintendent.

In 1973 the American Association of School Administrators
concluded: '"at onec time the primary emphasis in cducational
administration was placed on issues unique to schools, The
horizons of educational administration have cxpanded to emphasize
issues such as:

-- decision making;

-- leadership;

-- politics;

-- social systems;

-- management sciences; and

-- process (e.g., planning, organization,

stimulating, coordinating, appraising).'**

* "Principal's Negotiations - Process for Progress." Address
to the New York State Association of Secondary School
Administrators by Dr, Robert D. Helsby, Chairman, Public
Employment Relatiors Board, November 7, 1971.

* &

Knevevich, S., Management by Objective and Results, . . A
Guide for Today's Schoel Executive, American Association
of School Administrators, 1973.




Salavies®

buring the 1973-74 school vear, the 300 active super-
intendents of schools in New York State will receive an average
salary of $§32,500, not including such additional executive
henefits as the {ree - often unltimited - use of official auto-
mobiles

The highest paid school superintendent rveceives
S49,500, the lowest $22,000., Thirty-two pevcent of all school
superintendents ~arn as much as or more than the United States
Commissioner of Education,

An analysis of the 1973-74 salaries of all 300 practic-
ing superintendents reveals that 541 superintendents - 18 percent
of the total - receive salaries of $40,000 per year or more as

illustrated 1n the following table:

Sumber Of Percent Of

Superintendents Total Number Of

Annual Salary Range Within Range Superintendents
$40,000 to $40,500 54 18.0
S30,000 to $39,999 144 48,0
$20,000 to $29,996 102 340
Total 300 100.0

A comparison with the salary distribution of superin-
tendents last school year (1972-73) shows that the percentage
earning 510,000 or more has increased more than 50 percent,

while the percentage earning $29,999 or less has declined, as

b

Sce Appendix A for a complete list of superintendents’
salaries and the enrollments of the districts they manage.




indicated below:

Annual Salary Range

Percent Of
Superintendents
Receiving Salary

Within Range

1072-73 1973-74
$40,000 or more 11.9 18.0
$30,000 to $39,999 49,8 48,0
$20,000 to $29,999 38.3 34,0

An analysis of
there is no relationship

and the number of pupils

the tables which

between a superintendent's

Percent Change
From 1972-73
to 1973-74

follow

-11.2

reveals that

salary

for whom he is responsible. For

examyle, the ten highest paid superintendents manage school

districts in which enrollments vary from a low of 2,482 to

@ high of 13,288, as reflected in the following table:

Salaries and Student Enrollments
Ten Highest Paid School Superintendents
1973-74 School Year

Salary
_Rank

1

2

[#3]

6

~J

10

Totatl

Salarvy
$49,500
48,000
47,090
16,000
45,500
45,000
45,000
44,840
14,500
44,500

$459,840

- 11 -

Enrollment
8,463

5,062

3,810
3,400
8,606

7,704

66,471



The following table shows the salaries and relative
rank of superintendents who operate school districts with the
ten highest student enrollments,

Salaries of School Superintendents

Managing the Ten Largest School Districts

(ixcluding New York City)
1973-74 School Year

Salary#

_Rank Salary Paid Enrollment
80 $37,000 60,348
0o 38,500 42,281
G 38,500 28,582

110 35,000 27,181
57 39,500 21,412
74 38,000 18,551
12 44,312 17,035
85 37,037 16,183
21 13,000 16,115
03 39,000 16,114

Total $380,849 203,802

e T

A comparison of the two preceding tables reveals
that the superintendent of the seccond largest school district
in the State carns 937,000 per year and is responsible for
60,348 students. In contrast the ten highest paid superinten-

dents are rvesponsible for a total of 660,471 students, vet they

carn $459,840.  If the superintendent of the third largest

Because more than one superintendent may receive the same
salary, the rank given is the average for all superintendents
receliving that salary.




school system in the State were paid at the same rate per pujpil
as the highest paid superintendent, he would earn $247,302
annually.

Although not specifically illustrated in these tables,
it can be shown by extrapolation from Appendix A that the
lowest paid superintendent carns $13.91 per pupil, while the
second lowest paid carns $51.22 per pupil.

Disparities exist not only among the highest paid
superintendents and those in the largest districts but also
among superintendents at almost any salary level or any size
school district. To illustrate, ten superintendents carn
$32,000 yet one manages a district with 1,114 students while
two are responsible for districts ecach with over 6,000 students,
Of the 17 superintendeiits who earn $35,000 annually, three
manage districts with enrollments of less than 2,000, two are
in charge of more than 10,000 pupils each, while onc has more
than 27,000 students., These variations - without apparent
reason - are detailed more fully below:

Salaries of Selected School Superintendents

Compared with IEnrollmenis
1873-74 School Year

Smallest Largest
Number Of District District
Salary Superintendents Enrollment Enrollment

£15,000 2 3,810 6,311
11,000 4 5,302 14,590
38,000 7 1,369 18,551
35,000 17 1,492 27,181
32,000 10 1,114 6,603
29,000 5 2,639 8,677
26,000 7 1,544 13,484

23,000 3 1,448 4,933



Not only are superintendents’' salaries unreclated to
enrollment, they also appear unrelated to four additional school
district factors, two of which define the scope of the super-
intendents' responsibility:

--  staff size

-- approved operating expenditures
and two which reflect the wealth of the district

--  full valuation in resident WADA

-- average family income of district residents.

The f(ollowing table shows that responsiblity in
cach of these areas varied widely among the nine superintendents
who carned $32,000 during school yecar 1972-73:%

Management Responsibility of Nine Superintendents
Who Earned $32,000 Per Year in School Year 1972-73

District’s
Approved

Average Family

“ull Value Income Of

Number Operating I1i Resident District

Salary of Staff Expenditure WADA Residents
$52,000 1,637 $29,172,191 $37,208 $10,834
32,000 117 2,694,505 45,404 17,675
32,000 301 5,889,278 23,419 15,374
32,000 361 5,686,418 26,696 10,562
32,000 275 0,213,844 27,672 11,944
32,000 264 5,075,459 34,759 18,262
32,000 346 7,392,832 38,392 13,717
32,000 253 4,607,845 50,544 24,197
32,000 149 3,975,348 36,404 16,117

*  Source:
Center
complete

- 14 -

The New York State Education Department,
on Lducation.
1073-74 data was not

Information
1972-73 school year data was used because
available.



As the previous chart indicates, the wealth of the
district does not explain the superintendent’s salary. Full
value in resident WADA varies 210 percent (823,419 to $50,544),
and average family income varies 229 percent ($10,562 to
$24,197). Neither staff size nor magnitude of operating expenses
related to salary. These vary respectively by 1,399 percent
(117 to 1,637) and 1,083 percent ($2,694,565 to $29,172,191).

As the following chart illustrates, these factors also
vary markedly in the ten districts which employed the highest
paid superintendents:

Management Responsibility of the

Ten Highest Paid Superintendents
1972-73 School Year

District Average Family
Approved Full Value Income Of
Number Operating in Resident District
Salary of Staff Expenditure WADA Residents
$48,000 363 § 5,143,141 $76,905 $21,013
46,500 709 5,900,490 95,2589 29,931
46,000 784 10,401,317 36,305 12,350
45,000 489 14,924,555 48,564 20,542
44,947 380 7,192,222 60,451 22,0610
43,120 253 7,310,728 56,968 22,579
43,000 290 10,067,363 23,302 15,230
43,000 597 13,490,763 05,310 21,739
42,510 501 16,703,972 32,332 17,381
12,500 206 23,897,197 78,357 20,864



The data provided in the chart shows that staff size
varied 381 percent (206 to 784), and approved operating expensc
varied 4065 percent (85,143,141 to $23,897,197). The wealth of
the districts paying these high salaries also varied - full
value in resident WADA 409 percent ($23,302 to $95,259) and
average family income 242 percent ($12,350 to $29,931).

[t is interesting to note however, that while full
value in resident WADA and average income of district residents
varicd widely, cach of them is much higher in the districts that
pay the ten highest salaries than in the districts which paid
their superintendents $32,000 per year. The ten highoest paying
districts had an average full value in resident WADA of §57,375
and district resident family income of $21,084 versus $35,944
and §15,400 respectively for the nine districts that paid salar-
ies of $32,000,.

Thus, no consistent relationship appears between
salaries and any of these school related factors that reflect the
size and complexity of the superintendent's job.

In order to test this hypothesis, superintendents'
salaries were statistically correlated with five school district
variables:

-- cecnrollment,

-- staff sizc,

-- approved operating expenditures,

--  full value in resident WADA, and

-- average family income in the district.



None of the variables scelected proved to be a complete-
Iy reliable predictor of an individual superintendent's salarvy.
However the average lamily income of district residents was
the single factor most closcly related to salary.*

The salaries of superintendents do vary geographically.
The following table shows 1973-74 salary levels of superinten-

dents in each rvegion of the State excluding New York City:

Percentile

25th SO0th 75th
Region (median)

Nassau-Suffolk $37,163 $40,875 $43,125
Mid-Hudson 32,000 35,500 38,500
Western 27,500 31,750 32,663
Southern Tier East 27,000 29,700 34,000
Central 27,169 29,250 32,600
Upper Hudson 25,900 29,000 33,239
Genesece-Finger Lakes 24,900 28,800 34,500
Southern Tier West 24,999 28,800 34,500
Lake Champlain-lLake George 23,750 28,000 31,000
Southern Tier Central 25,225 27,975 31,875
Black River-St. Lawrence 24,250 27,394 28,484
Upper Mohawk Valley 21,848 24,500 26,625

Ag can be seen, the highest salaries are paid in the
Nassau-suffolk region; the lowest in the upper Mohawk Valley.
Nassau-Suffolk's median salary of $40,875 cxceeds the lowest

median salary of $24,500 in the Upper Mohawk Region by $10,375,

*  Sce Appendix B for a complete description of the statistical

analysis performed.



or upproximately 67 percent. The average salary (excluding
New York City) is §32,500.
Thus, while sularies are nut consistently detcrmiﬁcd
by stafl{ size, approved operating expenditures, enrollme:nt,
full valuation in resident WADA or average family income in
the district, they do appear related to gecographic region.
Although some variation in cost of living among regions may exist,

it does not account for the wide fluctuations in salaries.,

Selecting a Superintendent

"The talent pool for administrative

recruitment is typically restricted to

persons already in education.®

One of the resporsibilities of a school district
board of ecducation is to "appoint properly qualified persons. . .
including a superintendent of schools."** The Lducation Law
and the Regulations of the Commissioner of Education define the
standards a candidate must meet to be "properly qualified."

"0 be certified as a school district administrator,
the prospective superintendent must have completed at least 60
semester hours of graduate study (without necessarily obtaining
a graduate degree) in addition to other ecducational attainmunts.

Section 80.4(a)(1) of the Commissioner's Regulations provides

Talbut, Allan R., "Neceded: A New Breed of School Superintend-
ents," Harper Magazine (February 1966), p. 81,

*%  fiducation Law, Section 2503(3). Seo also Education law,
Scctions 1711(1) and 1804(1).
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that o candidute shall:

-- "Hold a baccalaurecate degree, based
upon a tour-year program of collegiate
preparation. . .and shall have completed
an additional 60 semester hours of
graduate study (at least 24 of which are
in or related to the field of school
administration) and an approved adminis-
trative supervisory internship under the
supervision of a practicing school admin-
istrator. . .One year of satisfactory
full-time experience in a school adminis-
trative position may be substituted for
the internship."

In addition to graduate course requirements and
an administrative internship limited to the field of education,
the candidate must have completed:

--  "Three years of tecaching and/or
administrative and/or supervising and/or
pupil personnel service experience in
the public schools, '*

The Commissioner's Regulations are apparently in

conflict with Section 3003(1)(b) of the Education lLaw. The
Law 1is more restrictive, recquiring that at the time of appoint-

ment the administrator shall have '"completed three yecars of

* Regulations of the Commissioner of Education, 80.4(a)(2).
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teaching in the public schools.”" There appears to be no
option for alternative experience in the Law,

These requirements apply not only to the candidate
under considervation as a potential superintendent but also
to his immediate assistants: '"deputy superintendent of schools,
associate superintendent of schools, assistant superintendent
of schools, assistant superintendent of schools or other super-
intendent of schools.'* Among the superintendents surveyed
this spring 79.3 percent had "c¢limbed the ladder" in such
[ositions in their present school districts before being appoint-
ea superintendents,

An analysis of superintendents' responses shows that
the combined graduate study and work expericnce requircements
for certification have indeced restricted the pool of manpower
(as pointed out by Allan R. Talbut**) from which supevintendents
arc drawn to those with a background in education. According
to this survey the average superintendent had

-- spent 6.1 ycars teaching;

--  held 1.5 superintendencies; and

-- acquired 18.1 years cf experience in

school administration garnered in 4.1

positions,

*  [iducation Law, Section 3003(1).

*%  Op. cit. page 18,
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Only 13 percent had at lecast onc vear of work
experience in a ficld other than education,*®
These findings bear out carlier observations at the
national and New York State level by the American Association
of School Administrators and the New York State Regents Advisory
Committee on Educational Leadership,** which revealed that
the typical superintendent had:
-- begun his career as a teacher,
-- become an assistant principal or principal
scven years later;
-- usually spent his years as a teacher and
principal in the same school district; and
-- obtained a superintendency 13 yecars after
beginning a carcer in education.
According to these studies, only 14 percent had spent
at least onc yecar working outside the education system.
In selecting superintendents school boards use a
variety of techniques, including:
-- uiring professors of university departments
of educational administration to screen can-
didates and recommend f{ive to ten applicants

from which the board can make a final selection;

* Excluding military service.

¥*  American Association of School Administrators, Professional
Administrators for America's Schools (38th Yecarbook, 19607.
Hickcox, E.S. and R.,J. Suow, Profile of the Superintendent
of Schools, 1969,
The New York State Regents Advisory Committee on Educational
Leadership, Chicf School Officers: Recommendations and Report
of a Survey (Albany: The Committee, 1967) p. 14,
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-- asking the outgoing superintendent to recommend

appropriate candidates;

-- promoting an assistant superintendent; or

-- placing an advertisement in local or national

publications,

Criteria for seclection varies from school district
to school district. Generally school boards take into consider-
ation an applicant's educational background, salary requircments,
teaching experience, administrative experience, tenure in the
district, recommendations and the results of interviews with
the candidate.

Apparently the sclection criterion most rigidly
adhered to by school boards is the candidate's sex. Not one
of the 300 superintendents studied is a woman, cven though 60.5
percent of all teachers in the state are female.*

These methods obviously contribute to limiting the
pool of candidates available for sclection., As illustrated
previously, superintendents of schools are uniformly drawn from
those iadividuals whose experience and graduate education is
limited to teaching and school administration.

The Regulations of the Commissioner of Education do
allow cxceptions to these general requirements for certification.
The Commissioner may waive the requirements if a school district
requests certification for a candidate with ", . . exceptional

training and cxperience (which) are the substantial equivalent

* Source: New York State Lducation Department, Information
Center on Education.
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of such requirements and qualify such persons for the duties
of superintendents of schools,'*

An individual cannot versonally apply for this
alternate type of certification; it must be sought on his be-
halt by a school board that has alrcady decided to consider
his cmployment. As the following excerpt from the Regulations
of the Commissioner of Education indicates, a school board
sceking certification for its superintendent candidate must
cxpend a great deal of effort and run a considerable risk
that the candidate will not be certified:

"Prior to the appointment of any such individual
the board must obtain the approval of the commissioner. In
its formal request to the department the board must submit
its resolution noting approval of the request, the jo descrip-
tion, its rationale for requesting such certification of the
individual, a statement identifying the exceptional qualifica-
tions of the candidate, the individual's completed application
for certification, vitae, and official trenscripts of collegiate
study.'"**

Even with this elaborate procedure, it is unlikely
that anyone other than an educator will be certified under
this regulation. The Law on which it is based requires not
only that the candidate be "exceptionally qualified" but that
his "exceptional training and experience are the substantial
cquivalents. . " of the graduate school, internship and

teaching experience needed for certification under the regular

procedure, ***

* Regulations of the Commissioner of Education 80.4(a)(3).

¥* Ibid.

**%  Education Law, Section 3003(b)(3).



Further, a body of ecducators must pass on the
candidate's qualifications. The Commissioner must refer the
documents submitted by the school board to a screening panel
consisting of "representatives of the (education) department
and appropriate educational organizations for review and
advice,'"*x

Finally, even 1! the certificate is granted, it is
of no use should the candidate wish to obtain a superintendency
in another district because "(t)he certificate if issued will
be valid onls: for service in the district making the request.'#%

Not surprisirgly, although there has been a certifi:
cation procedure for "exceptionally gualitied” candidates at
least since 1806, only ane superintendent (in a New York City
community school district) has obtained special certification,**%
Not onc of the 300 participating superintendents who are the
subjects of this report is serving under a certificate granted

pursuant to this walver provision.

Actual Work Activities

“"Above all clse, the superintendents say
that they are expected to he fiscal managers
instead of educators,''*&*%

* Regulations of the Commissioner, Secction 30.1(a)(3).
* % Education Law, Scction 3003(b)(3).
kxR H Source: Nc¢. York State Education Department.

AEAE Macroff, Gene 1., "Harassed School Officials Fecel
Authority is Waning." New York Times, March 5, 1974,




The superintendent of schools is the formally
recognized chiel executive officer of the school district.
albthough boards of education formulate local school policies,
1t is the superintendent who administers these policies.®

Studies of the superintendent's role** have defined
his most time-consuming activities as including:

--  budget and financial preparation and

evaluation;

-- preparation for, and attendance at

board of ecducation mectings; and

--  labor negotiations and investigation

of contract gricvances.

According to these studies the superintendent spends
little time in educationally related areas such as curriculum
planning and teacher supervision.

In assessing their vse of time, superintendents in
this sample indicated that they spent almost 79 percent of
their work week in fiscal and administrative activities as

iltlustrated by the following table:

* Goldhammer, Keith et al., Issues and Problems in Contemporary
Fducational Administration, (Lugenc: Cecnter for the Advanced
Study of Educational Administraticn, University of Orcgon,
1967) p. 111,

American Association of School Administrators, Professional
Administrators for America's Schools (38th Yecarbook, 1960);
The New York State Regents Advisory Committee of Educational
Leadership, Chicf School Officers: Recommendations and
Reports of a Survey (Albany: The Committce, 1967) p. 14,
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Percentage 0Of
Activigx Time Allocated*®

Fiscal management and budget planning 15,13
Professional organization participa-

tion and development of administra-

tive skills 13.59

Public relztions and community
organization work 12.4¢0

Preparation for and attendance at
board of education mecetings 12,15

Labor negotiations, contract management,

and staff grievances 10.00
Dealing with community grievances 7.09
Facilities planning 3.44
Staff selection and recruitment 2.30

Supervision of noneducational services

(c.g., cafeteria, transportation, etc.) ~1.90 '
Total noneducation:l allocations 78.72

As shown superintendents spend more time in fiscal
management and budget planning than in any other activity.
Administrative development and public relations activities
occupy more than one-quarter of the superintendents' time. These
findings are consistent with both state and national studies
reviewed for this report.** Preparation for and attendance at
board of cducation meetings largely involving general adminis-

trative matters occupied almost one hour out of every eight.

®* It is recognized that many of thesc activities overlap.

However, the percentages shown here reflect the estimates
made by the superintendents themselves.

% Op. cit. page 25.
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The superintendents surveyed reported spending the
remaining 21 percent of their time as follows:

Percentage Of
Activity Time Allocated

Long range curriculum planning 7,95

Evaluation of the current educational
program 7.02

Supervision of tecaching 3.09

Flanning and attendance at student

activities 2,62
Total ecducationallv-related time 21,28

Thus, consistent with the carlier studies cited,
this survey reveals that superintendents appear to spend about
onc hour in every five in educationally related work. Approxi-
mately ten percent of their time was directed to the sunervision

of teaching and cvaluation of the current educational program.

Undergraduate and Graduate Training

"Strong financial and business course
background should become part of the
training of school superintendents in
order to aid them in their current
roles of school managers.'#*

A 1966 study hy the New York State Regents Advisory

Committee on [‘ducational Leadership analyzed the major [ieclds

in which school superintendents sccured undergraduate degrees.

Gregg, Russell T. and P. D. Sims, Quality of Facilities and
Programs of Graduate Departments of Tducational Administra-
tion. Educational Administration Quaterly, 1972, pp. 67-92.
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As the following table shows, more than one-quarter of the

superintendents concentrated their studies in the arcas of

cducation and physical ecducation.

Percentage Of

Area_of Concentration Supecrintendents
Science 16
Education 14
Phvsical education 12
Mathematics 10
History and/or social studies 10
Inglish 10
Social science 7
Fine arts 5
Business 2
Other 14

As indicated, only two percent of practicing super-
intendents in the Regents study had an undergraduate degrec
in business administration. Within the sample of superintendents
surveyed for this study only three percent had an undergraduate
background in business administration. The undergraduate back-

grounds reported in this sample were:
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Percentage Of

Arca of Concentration Superintendents
History and/or soctial science 17
Science 17
tducation 14
English 14
Physical education 10
Business administration 3
Fine arts 3
Mathematics 3
Cther 19

This study reaffirms the findings of the 1966
Regents survey. Feor example, 86 percent of the superintendents
in the Regents study completed undergraduate degrees in areas
outside of education as did 86 percent of the sample selected
for this study. The Regents found that 12 percent of the
superintendents completed undergraduate programs in physical
ceducation while 10 percent of the sample in this study indicated
an undergraduate background in physical education. Backgrounds
in science or history were reported as 26 percent of the Regents
sample and 34 percent of this study sample.

The Regents statewide study and this survey revealed
that, regardless of their varied undergraduate backgrounds, the
overwhelming majority of superintendents received their graduate

training in the field of education. Superintendents selected
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for this study held masters degrees in the following ficlds

bl
<

of study (by percent):

Area of Concentration DEPR Study Regents Study
Educational administration 50 54
Other education 37 31
Inglish 7 ]
Psyvchology 3 1
Public administration H O )
ODther 0 13

As shown, superintendents overwhelmingly chose to
obtain a masters degree in cducation: 87 percent in this
study - 85 percent in the Regents study. The Regents study
alse rveported that less than one pevcent of superintendents
neld a masters degree in business administration and no super-
intendent had obtained a degree in public administration. The
present study revealed similar results,

Sixty-nine percent of the study sample reported
completing doctoral programs - all in the field of education -
while the Regents study reported 20 percent of the superinten-
dents had completed doctoral programs as follows: ceducational
administration, 78.5 percent; education (general), 18.2 percent;
and all other fields, 3.3 percent,

Although a Jarger percentage of superintendents
practicing today obtained doctoral degreces, the major arecas
of concentration have remained constant - cducational administra-
tion or general cducation. This suggested a review of university

curricula.



Reviews of catalogs and discussions with college
orficials indicate that course titles, curricula and the
general scope of advanced degrees in educational administration
vary widely. Whilo>scvoral university departments of cducational
administration offer finance courses as electives, few institu-
tions require substantial study in {inance to meet degree
requiremnents., Morcover, the majority of universities do not
require adequate course work in labor negotiations or community
relations. Yet practicing superintendents report that they
allocate the major portion of their time to these functions.

On the other hand, there arc some carly signs of
change. At lcast onc institution®* offers a program leading to
joint degrees in business administration and cducational
administration,

In assessing their own graduate training, 46 percent
of the superintendents sampled rated the coopceration between
their cducational administration department and other depart-
ments of the same universities as poor. This tends to limit
opportunities to take courses in related administrative arecas
such as labor relations, budgeting and data processing.

Community relations courses were rated as essential
by 70 pcrcent of the sample, who considered that the omission
of this type of schooling was another major limitation in their

graduate training.

*  Columbia University
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superintendents selected for this study indicated the
following as other limiting factors in their graduate work:

-- irrelevant coursce wvork;

-- insufficient number of financial and

legal courses;

--  poor direction during internship;

--  lack of access to faculty,;

-- theoretical course work lacking practical

application;

-- out-dated curricula; and

-- inadequate field experiences.

Many educational researchers have spoken of the
critical need for improved in-service training. A former
Deputy Director of the University Council for Lducational Admin-
istration charged, "Practicing superintendents have poor back-
ground experience and formal training in the arca of management.'?

Or as stated by another expert: "Since superintendents
new spend the vast majerity of their time in a management
capacity rather than in the areas of education. . . new training
programs should be developed to handle this management training

need,'"¥%

* Farquhar, Robin H. and W. Michael Martin, New Developments
in the Preparation of Educational Leaders,’ Phi Delta Kappan,
September 1972, p. 26.

*% Administrative Bchavior in Education, cds., Ronald F.
Campbell and Russell T. Gregg (Hlarper and Brothers, Pub-
lishers, New York, 1957),




As noted previously, the nature of the position
has changed drastically in the years since most currently active
supevintendents completed their formal training.* This suggests
that in-service training may be critical, Yet respondent
superintendents perceived that their need for such training was
not being met. Those in-service training programs for practic-
ing superintendents which do exist are voluntary and sporadic,
and generally are not responsive to the challenge of the

changing role of the chief school executive.

RECOMMENDATIONS

The superintendent is the chief executive officer of
the school district and plays a crucial vole in determining the
quality and cost of the education our children receive. Restrict
ing to educators the pool of candidates available for the super-
intendency may no longer bhe desirable. Permitting salaries
to continue to be unrelated to responsibilities is not cost-
ctfective. Graduate training which is no longer pertinent is
not in the best intercsts of public schools.

Thercfore, the State [ducation Department which has
primary responsibility for statewide cducation policy and
standards should:

° Immediately take effective action to assure

women equal access to school superintendencies.

* The sample selected for this study reported completing their
last formal graduate course in 1961.
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School boards should actively recruit female
candidates when superintendencies become
vacant. (The New York State Division of Human
Rights also has a responsibility to assure
affirmative action.)

Establish a rational basis for superintendents'!
salaries,

Initiate legislation to allow competent candidates
in addition to cducators to compete for super-
intendencies.,

Take steps in cooperation with universities,

to assure that graduate programs and in-scrvice
training programs are pertinent to current job

requirements,
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Salaries of New York State School bistrict Superintendents
Indicating Rank and Student BEnrollments
FO73-74 School Year

Rank Salary Enrollment Rank salary Enrollment
i S49,500 8,403 46 $41,000 5,302
2 18,000 5,002 47 40,750 11,605
3 47,000 7,315 48 40,000 12,965
4 36,000 15,288 49 40,000 10,400
5 15,500 2,482 50 40,000 7,830
0 15,000 6,311 51 40,000 6,901
7 45,000 3,810 52 40,000 4,006
8 14,840 3,400 53 40,000 3,851
0 14,500 8,600 54 40,000 3,178
10 14,500 7,701 55 39,800 5,944

11 31,500 1,374 56 39,600 4,511
12 141,312 17,035 57 39,500 21,412
13 34,000 3,991 58 39,500 10,794
1 34,000 4,895 59 39,000 16,114
15 44,000 2,078 60 39,000 11,743
16 43,968 9,808 61 39,000 11,195
17 43,800 6,292 62 39,000 7,909

18 43,800 2,656 ¢3 39,000 5,231

19 13,500 5,069 64 39,000 5,199
20 13,008 10,112 65 39,000 2,994
21 13,000 16,115 00 38,500 42,281
22 43,000 14,924 67 38,500 28,582
23 13,000 12,777 68 38,500 3,218
24 13,000 9,338 69 38,7325 3,605
25 45,000 7,820 70 38,000 18,551
26 313,000 3,758 71 38,000 5,435
27 12,510 8,588 72 38,000 5,177
28 12,500 14,856 73 38,000 5,147
29 12,500 7,386 74 38,000 4,408
30 312,000 15,334 75 38,000 3,000
31 12,000 10,998 76 38,000 1,369
32 32,000 10,876 77 37,500 10,270
33 42,000 10,615 78 37,500 9,001
34 42,000 9,118 79 37,500 5,430
35 12,000 4,820 80 37,500 3,801
36 42,000 4,510 81 37,500 2,168
37 41,988 5,990 §2 37,300 5,116
38 41,800 2,613 83 37,100 7,058
39 41,500 7,017 84 37,055 5,119
40 41,500 4,249 85 37,037 16,183
41 41,190 7,009 86 37,000 60,348

42 41,080 6,479 87 37,000 5,745

43 41,000 14,590 88 237,000 2,524
44 41,000 6,520 89 36,805 3,520

45 41,000 5,495 90 36,750 5,803
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Rank Salary tnrollment Rank sSulary Inrollment
9] S36,500 9,027 141 $33,( 1( 13,159
92 36,000 0,373 112 33 13,126
03 30,000 4,270 143 3 100 12,200
04 36,000 J, 08/ 1 53,000 9,000
95 36,000 2,031 145 33,000 §,102
RS 360,000 1,984 146 33,000 5,317
a7 35,006 8,474 147 33,000 3,877
a8 uw,an 7,292 148 33,000 4,213
vy 35 SU O 007 119 33,000 1,790
100 35,% 4,747 150 32,928 6,080
101 35,50 3,776 151 32,900 4,205
102 33,%(0 2,827 152 32,589 4,192
103 35,000 27,181 153 32,500 5,042
104 35,000 10,387 154 32,500 4,626
105 38 uﬂO 10,278 155 32,500 4,389
106 35,00 9,746 156 32,500 4,014
107 35, HU( 8,460 157 32,500 3,319
108 35,4000 7,814 158 52,500 8§69
109 35,000 7,600 159 32,467 5,500
110 35 OL) 7,577 160 32,000 6,603
111 35,000 7,090 101 32,000 6,405
112 35, 000 1,088 162 32,000 5,727
113 35,000 3,834 163 32,000 5,243
114 55 , 000 3,230 164 32,000 4,877
115 3 OOU 2,993 165 32,000 3,657
116 JS,)DU 2,781 166 32,000 3,482
117 f%,DDO 1,922 167 32,000 3,226
118 ,000 1,869 168 32,000 3,099
119 a% 000 1,492 169 32,000 1,114
120 34,?73 8,744 170 31,818 6,440
121 34,900 11,293 171 31,650 3,604
122 34,600 1,842 172 31,650 2,210
123 34,175 3,598 173 31,500 7,523
124 34,125 6,827 174 31,500 5,980
125 34,000 8,595 175 31,500 5,548
126 34,000 5,873 176 31,500 4,679
127 34,000 4,725 177 31,500 4,544
128 34,000 1,842 178 31,500 3,960
129 33,999 6,904 179 31,425 2,088
130 33,725 5,360 180 31,200 12,223
131 33,600 5,909 181 31,123 4,928
132 33,500 5,086 182 31,000 8,054
133 33,500 2,791 183 30,958 3,484
134 33,500 2,260 184 30,650 5,842
135 33,500 2,211 185§ 30,600 3,761
136 33,300 ; 4,287 186 30,500 2,671
137 33,232 4,012 187 30,451 2,895
138 33,150 15,098 ; 188 30,300 : 4,601
139 33,075 11,514 189 30,200 3,173

140 33,000 15,216 ' 190 30,000 11,632




Appendix A
Page 3 of

Rank Satary Enrollment Rank Salary Inrollment
191 $30,000 6,450 241 §27,500 2,635
192 30,000 4,077 242 27,500 2,145
193 30,000 4,078 243 27,500 2,141
194 30,000 5,834 244 27,430 2,898
195 30,000 3,557 245 27,287 2,220
196 30,000 3,440 24106 27,200 3,376
197 30,000 3,339 247 27,000 3,299
198 30,000 1,411 2438 27,000 3,321
199 29,900 2,505 249 27,000 3,114
200 29,700 3,809 250 27,600 2,805
201 29,500 7,810 251 27,000 2,528
202 29,500 6,098 252 27,000 1,764
203 29,500 3,580 253 26,850 2,297
204 29,500 3,5€¢0 254 26,700 3,676
205 29,500 2,356 255 20,525 2,352
206 29,450 4,485 256 26,500 7,472
207 29,200 4,508 257 26,500 3,399
208 29,000 8,677 258 26,500 3,157
209 29,000 5,444 259 26,500 2,956
210 29,000 4,924 260 26,500 2,431
211 29,000 3,210 201 26,500 2,310
212 29,000 2,639 262 26,400 2,146
213 28,802 3,305 263 26,244 1,698
214 28,800 2,687 2064 26,000 13,484
215 28,750 4,273 265 26,000 3,833
216 28,750 2,513 266 26,000 3,240
217 28,500 4,300 267 26,000 2,824
218 28,500 3,719 268 26,000 2,109
219 28,500 3,263 269 26,000 1,776
220 28,500 3,100 270 26,000 1,544
221 28,500 2,507 271 25,800 3,019
222 28,500 2,474 272 25,750 3,368
223 28,500 2,341 273 25,600 2,035
224 28,478 3,659 274 25,423 2,023
225 28,408 3,263 275 25,300 3,326
226 28,350 2,997 276 25,000 5,335
227 28,150 2,474 277 25,000 3,778
228 28,000 7,238 278 25,000 3,639
229 28,000 4,550 279 25,000 3,308
230 28,000 3,442 280 25,000 2,995
231 28,000 3,290 281 25,000 2,009
232 28,000 2,951 282 25,000 2,280
233 28,000 2,860 283 25,000 2,100
234 28,000 2,209 284 25,000 1,060
235 28,000 2,120 285 24,800 1,897
236 28,000 2,099 286 24,717 1,524
237 27,825 3,151 2387 24,075 2,443
238 27,675 13,319 288 24,500 2,724
239 27,500 2,973 , 289 24,500 2,057

240 27,500 2.758 290 24,000 2,314
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Rank Salary Enrollment Rank salary Enrollment
291 $24,000 2,267 206 szs,ooo 1,6

202 24,000 1,702 207 23,000 1,;14
203 23,500 2,234 208 22,600 1,300
294 23,441 1,554 200 22,335 436
205 23,000 1,033 300 22,000 1,582

‘ - * Source: The State Education Department Information Center
B on kducation,
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A Statistical Analysis
of Superintendents' Salaries

The 1972-73 salaries of the 285 New York State
superintendents were obtained.* Each salary was statistically
analyzed by a step wise multiple regression technique through
a comparison with these variables:

-- total number of staff;

-- approved operating expenditurcs;

--  public school enrollment;

-~ full-valuation in resident WADA
(Weighted Average Daily Attendance); and

-- average district income.

TABLE 1

Description of the Sample#®

N = 295
SALARY MEAN STANDARD DEVIATION

Salary 32,060, 35 5,798.18
Staff 357.50 343.49
Approved Operation 7,450,584.56 7,0091,325.14

Expenditure
Enrollment 5,968.25 5,801.80
Full-Valuation

(Res. WADA) 31,437.03 16,053.75
Average District :

Income 13,682.44 4,943.96

*  Based on 1972-73 data provided by the New York State
Department of Education. That year there were 295
practicing superintendents. In the 1973-74 school year
therc were 302 superintendencies with two vacancies.
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ire superintendents' salaries were normally
distributed; however, the number of staff, enrollments, and
approved operating expenditures were not. This fact pro-
vided the fivst indication that the reilationship between
salarics and these variables was apt to be non-systematic,®

Table 2 presents the correlation matrix for the
vartables under study.

TABLE 2

Pearson v Correlation Matrix For Variables+

1 ] 2 3 4 5 6

1 1.00 .38 .50 .35 .54 .59
2 1.00 07 .99 00 .02
3 1.00 .97 W15 .13
4 1.00 W01 -.02
5 1.00 .03
0 i.00

+ Variables =

1 superintendents' salaries

2 staff size
3 approved operating expenditure
4 student enrollment

full-value/Res. WADA

v

6 average income of district residents

¥ Note the similaritics between the var1able mcans and
standard devxqtlonb.
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Variable 1, superintendents' sulavry, is significantly
correlated with the remaining five variables., However, the
variables also have significant correlations among themselves,
(deally, row one of the matvix should consist of hipgh (.70 or
hetter) correlations and atl other rows should have low (less
than .20) correlations. [n this situation onc would expect
to he akle to predict or forecast superintendents' salaries
with considerable accuracy. Applving this critevia, variable
<ix, average income of the district, should be the best pre-
dictor.®

Fable 3 presents the results of the stepwise
multiple regression analysis of the five predictor variables
used to forecast superintendents' salarices.

TABLE 3

Regression Equation From Stepwise
Regression Analysis

Standard Error

step Regression Equation R2 Of Estimate
1 Salary = .069876Xg + 22,490,601 .597 1664.59
2 Salary = .00035X; + L0308Xg + , \
20812 734 3962.49
3 Salary = .00127Xs5 - I.ISSNX‘1 +
13423X, + 23,400.88 772 3700.07
1 Salary = .D0114X35 - 0.98577, +
019763 +.36056Xq + 22,967.72 | .787 3648.43
5 Salary = -11.67597X; + .00122X; -
39621X, + .05845 + .30001Xg + 787 3637.22

22752

* Note that the variables were highly corretated to cach other.
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As expected, the first vaviable sclected in the
regression alogorithum was variable 6, average family in-
come.* The equations increase in the precision of fore-
casting ability, however, little noticeable gain in terms
of R¢ and SEL** were achieved after step 3. The final
equation has a standard erior of estimate of $3,637. This
means that a superintendent's salary can be predicted with-
in ¥ $3,637 in two out of three times. In order to be 95
percent confident that the actual value of the superintend-
ent's salary is within a given range, almost twice this value
(1.960 X 3637) is required,

* The first selection by the computer in this particular pro-
gram represents the best possible variable used to predict
salaries; the remaining variables are sclected by the
computer by the same criteria. Therefore, variable 3,
approved operating expenditure, would be the next predictor.

%% SEE refers to standard error of estimate.
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Preface

This record of the Second Annual Conference of the B.E.A.S. shows that the Socicty continues to concern itself with issues of
centritd interest to those involved in educational administration in the broadest sense and that it continues to attract the
attention of & wide cross-section of those so interested. The Conterence theme of Manigenient of Resources could hardly be
more topical and discussions at the Conference were particularly valuable because of the range of perspectives of those taking
part. [t is perhaps worth emphasising again that the sole criterion for membership of the Sociely is interest in educational
administration---in whatever field.

The Society was sorry that Lord Morris of Grasmere, ils Honorary President, wis unable to be at the Conference and also
that Dr. MclIntosh, Principal of Moray House College, who has done so much on behalf of the Conference, had to cry off

at the last minute through illness. However, ar encouraging number of mentbers made the trip to Fdinburgh and the Sociely
is especially grateful to Dr. Fdmund Ewan for his unobtrusive management of the Conference *on the day™ and his careful
cditing of its proceedings.

Members of the Society now fook forward to acting as hosts to educational administrators from many parts of the world who
will be attending the International Inteavisitation Programme in Bristol, Glasgow and London in July. The Programme is
being organised by the Society on behalf of the Conunonwealth Counvil for Educational Administration (of which the Sociely
is & constituent member) and plans are now well advinced. We took forward keenly to the personal contacts which the

Programime will bring und the oppartunities tor developing our understanding of educational administration which it will
aftord,

E. W. H. Briault

March 1974,

O
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Staff Resources in Secondary Schools

J. Forsyth McGarrity

Her Majosty's Senior Chiet Fnspector of Schools Seottish Education Departiment

The National Problem

The problem of assessing the statting needs of secondary
schools and of ensuring an adequate supply of qualified
secondary teachers is but one of the wider problems
wssociated with the total system of teacher supply and
denund. These in turn are substantially conditioned by
the share of national resources which can be devoted to
the cducational system as it whole.

What this paper is largely about is the attempt in Scotland
to establish a rationale for the apportionment of teaching
resources to and within the sccondary school sector. The
results of this attempt are incorperated in a st of proposals
for a system of statling complements applicable to individuat
secondary schools The proposals, and the steps teading up
to them, are deseribad i the roport “Secondary School
Statling™ and the accompanying circular! published in
April 1973 as a basis for consultation, The proposals are
also part of the Government's policy, as set out in the
White Paper “Fducation: A Statenment of Policy™, issued
in December 1972, on the resources 1o be nade available
for education in Scotland in the remainder of the present
decade.? This paper should be read in conjunction with
these documents.

The White Paper, in setting out & national teacher supply
target for secondary schools consistent with the Stafling
Report proposals, carried the implication that the Govern-
ment would endeavour to ensure that sullicient resources of
money and teachers would be available to meet, but not
substantially exceed, the proposed standards.

In ¢ducation, as in other social services, there can be no
absolute standards and little in the way of a measurable
output of performance. Standards tend to evolve out of a
generil consensus of what is needed balanced against what
can he atforded, In both of these aspects the Goverament
cannot remain long out of step with public opinion but
cequally it is expected that the Government, representing
general rather than sectional interests, ought to take a lead
with a coherent and rational policy.

The muijer problenmt in setting stalting standards for schools
is to tind a method of refating educational aims and
developments to the numbers of teachers needed, having
regard to the wide variety of types and circumstances of the
schools. Traditionally in Scotland the only method of con-
trof has been the preseription of maximum class sizes, but
this is no longer considerad to be the most suitable measure
for either primary or secondary schools. Thus from August
1972 the concept of prescribed maximum class sizes in
primary schools was replaced by a system of staff com-
plements related to the total roll of the school and
incorporating provision for the various non-tcaching dutics
of the staff.3 This new method of preseribing complements
gives the headteacher discretion to depart from the tradj-
tional forms of class teaching if he wishes, Nevertheless the
method can be readily related to given class sizes. The
complements which education authorities are asked to
achieve in primary schools by 1975-76 are in fact based on
the consideration that in a school organised on traditional
tines the average class size should not exceed 30 pupils.
This is clearly an casily recognisable standard for the
nuhlic to grasp.

Y pilot study carried out by S.E.D. in 1967-68 demon-
E lC, how much more complex are the factors which affect
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the statling needs of secondary schools and haw diflicult it
i to relate intuitively such micasures as maximum class size
or pupil teacher ratio 1o the rea!l needs of the schools. 4
Nevertheless the study led to the conclusion that the wide
dispurities in stafling standards which existed between
schools could not be justified on any observable objective
criteria. Thus with the agreement and co-operation of the
cducation authorities and the teachers' associations, S.E.D.
embarked on a more comprehensive investigation into the
organisation and stafting of Scottish secondary schools with
the objective of developing as fair as possible & method of
assessing stafling requiremients. The investigation took two
torms:

(1Y A detailed survey of the organisation and stalling of
all Scottish education authority and grant-aided
secondary schools at January §970; and

(1) Theoretical studies of the organisation and staiing of
secondary schools with the aid of computer-based
modelling techniques.

The results of the 1970 survey were published in two
volunes of statistics and a commentar.S The survey pro-
vided 4 factual basis for the theoretical studics which fed to
the publication of the report “'Secondary School Stafling”,
These will be discussed in more detail below, First, however,
it is necessary to put the proposals in the repoit into the
context of the overall teacher supply-demand system in
Scotland.

Establishing staffing standards for individual schools is
only part of the problem of assessing total teacher demand.
This requires, in addition, the measurement and prediction
of the numbers of pupils 1o be taught, and the conversion
of individua! school standards to a national pupil-teacher
ratio. Accurate prediction of demand is in turn a pre-
requisite of an cifective policy to sccure an adequate supply
of teachers. Predicting trends in teacher supply involves
many difficulties and uncertainties. The future stock of
teachers s determined not only by the numbers recruited
cach year but also by the numbers who leave teaching.
Predicting trends in recruitnment involves making assumptions
about proportions of school lcavers who are likely to go on
1o various branches of higher education, and of these how
many are likely to want to enter teaching, Account has also
to be taken of those who will come into teaching after a
period in other employment. Trends in wastage are notori-
ously difficult to predict. Wastage can take many forms—
teachers who qualify but do not enter teaching, young
women who leave teaching to bring up a family, and age
retirements are the main but not the only causes of wastage.
Partly off-setting wastage are “'re-entrants™—mainly qualified
marricd women who, having brought up a family, want to
return 1o full-time or part-time teaching.

Scveral factors complicate the task of ensuring an adequate
supply of teachers. First, teachers are not a homogencous
inter-changeable populatien. The teaching force is made up,
in reality, of a variety of different categories of teacher, each
of which has its own particular pattern of demand, recruit-
ment and wastage, and must therefore to a farge extent be
constdered separately. In Scotland specialisation in the
teaching force is taken further than in most other countrics.
Although the qualification to teach in a secondary school is
a general one, in fact, all teachers employed in secondary



schools hold a qualification 10 teach a particular subject or
subjects oblained alter a speciahised course of training with
specific degree-subject or othet entranee qualitications, 1t i
true that many techers sire qualitied o wach more than
one subject but narrower spevhtlisation seems likely to
increase as the proportion of honours 1o ordinary gradutes
entering teaching increases, Within the generad school
system, moreover, Roman Catholic sehools Yorm i hargely
wepanate sector altheugh Roman Catholie teachers do
toach i non-R.C. schoals and vice versa, Thus, beatuse of
the imited inter<changeability of teachers in Scottand,
shortiges inone branch of the teaching foree cannot

casily be made up by surpluses in another,

Another important feature of the twacher supply -demand
system iy the time-lag between demand and supply. The
stice of the general population which produces pupils and
creates i demand for teachers is o ditferent stive trom th
which provides the teachers: consequently fluctuations in
the birth rate may produce a tendency for teacher demand
and supply (o be out of phise, As it takes up to § yaurs to
Irsin & teacher, supply is not readily responsive 1o changes
in demand, There is thus a tendencey for the system to
oncillte between ander- and over-supply through over-
correction. unless there is careful prediction and planning,
To take steps to renredy shortages or surpluses only when
they actually occur is likely 1o be too late, Since the Second
World War, demand for teachers has increased fairly steadily
becanse of 4 growing pupil popuiition, and despite mcasures
1o ingrease recruitnent, supply has only in the last year or
two begun to cateh up on dentud, A new situation is how-
ever developing, with a falling-oft in the rate of growth in
pupil numbers leading to an actual dechine. This trend s
abready atfecting the primary schools and will begin o affect
the secondary schools in & year or two, although not before
the traumatic experience of the present scssion, 197374,
when the much farger increase in pupils resulting from the
radsing ¢ he school feaving age has produced scerious
although, we trust, temporary dithiculties in many schools,

Muany factors bring about chuanges in the relative demand
for teachers of ditferent subjects in~luding changes in the
distribution of pupils oser the various age ringes, the sub-
jects they are offered, the balance of the curriculunt and the
accepted size of teaching groups. Because of the specialised
nature of teacher qualitications, supply cunnot uickly be
refated to changes in relevant demand.

Greographical consideriations are also important. [t was
the cwistence of substantial disparities in the statfing of
schools in different parts of the countiy which provided
nuch of the impetus for the investigations made by S.F.1),
into secondary school stafling. The time-fag between demand
and supply, coupled with a tendency for education authorities
to lay claim to their own honte-produced teachers, creates a
sttuation where, other things being equal, arcas of popufa-
tion growth find it dithicult to merease their teaching statd
to Keep up with rising demand. The distribution of Roman
Catholic schools is another vital factor in geographical
dixparitics, because of the relatively greater shortage of
Roman Catholie teachers. Where a varety of adverse
factors comeide, as in certain types of Roman Catholic
schonls in the west of Scotland, shortages can continue to
be serious even when the general supply of teachers is
improving.

In Scotland il teachers in primary and sccondacy schools
must hotd an appropriate qualification and be registered
with the General Teaching Council for Scotland,7 In etfeet,
this means that teaching in Scottish schools is restricted to
fully qualified and trained teachers. It is no longer possible
to make up casuad shortages by ecmploying ungualificd
teachers.

[t will be evident from this brief discussion that & great
many complications and uncertainties attend any attempt to
predict the national demand for teachers or to predict trends
Q cher supply, The penalties of wrong prediction, pro-

E lC‘\g cither over- or under-supply of teachers, can obviously

be extremely serious, Tt may be asked whether it would not
be better 1o leave teacher demand and supply to normal
market forees,

The question is i pertinent one, and the answer niust be
to sonte extent matter of opinjon, 1 is the view of $.E.D.
that the Govermment™s caneera with the nuunigentent of
mational reseurees, as set vut for example in the {972 White
Paper, requires a nadional planning ¢tfort to control and
influenee the teacher demand-supply system in Scotland in
order to achieve the stated aims in the interests of all con-
cerned. Lelt to its own devices, it is probable that the system
would praduce an oscilkstion between overs and under-
supply swhich would be in no-one's interest, Without reason-
ably well detined stafling standards, and a capacity to
influence the teacher dentand-supply system, it will not be
possible to achieve adequitte and equal educationat oppor-
tnities Tor all pupils. The effort made by S.E.D. 1o solve
the undepiably formidable problems will now be considered.

How the problem iy being tackled

The key to solving the problem ol assessing needs and of
ensuring an adequate supply of teachers lies in an under-
standing of the elements and inter-actions in the teacher
demandssupply system including not least the circumstangees
and aspirations of the schools themselves, To achieve such
an understanding, to the point where refiable predictions
can be made, S.E.D. have adopted what has come to be
called a "systems approach™. This involves crewting con-
ceptual and quantitative models of the system of teacher
supply and demand, testing the models with real or hypo-
thetical data, and observing the effects on demand or
supply, or both,

Mention has been made of the comphications and un-
vertaintios in the teacher dentand-supply systemy, and indeed
what has been said is very nuch a simplified picture. There
are, however, some characterintics of the dennnd-supply
system in Scotland which are favourable to the understanding
and control of the system, One is that the system is Lirgely
closed, with sullicient inherent stability for trends to be
discerned and predicted. This situation could change in the
future, but at present Scottish teachers are almost entirely
produced in Scotland to meet o Scottish demand: there is
relitively little movement over the border and such move-
ment as takes place at present can be accommodated without
much difticulty, Teaching morcover is a career profession,
and the stock of teachers does not change arbitratily or at
short notice. Perhaps the most advantageous feature, how-
ever, is that Scotland is & smadl tightly-kKoit community
communicitions between $.15.9. and other parts of the
system are good, and the ol amount of information
needed 1o understand and influence the system is not too
great to be dealt with economically, at feast with modern
methads of storing and processing data,

Although S.E.D. have adopted a systems approach to the
problems of teacher demand and supply, and have developed
a number of useful models, it must be stressed that our
ability to predict and influence tie future behaviour of the
system is lar from complete, There are many aspects of the
systent which are subject 10 constderable uncertaintics: for
example, the effect of alternative job prospects on teacher
recruitment and wastage. We are conscious wlso of gaps and
inadequacies in our systei ol collecting and processing
information and have embarked on a radical overhaul of
the whole information system on teacher supply and demand
which will necessarily take somie years before it can yield
fully adequate teend data, It has also to be recognised that,
even if our predictive capability were improved, our ability
to influence the workings of the system would be far from
complete: we do not employ the teachers, and many vital
decisions atfecting teacher supply are and will continue to
be ontwith our control. 1t is, however, desirable that we
shouid constantly endeavour to improve our understanding
of the systoim and our forccasting capability in order to



ensure so far as possible thit action is taken by ourseives
and others to keep the supply of teachers as near as possible
in fine with demand and, in particulit, (o prevent segious
shertages frony occurring.

The Secondary School Stafting Model

The modvls so far designed by S.E D). cover vanious
aspeets of the teacher demand-supply system, but special
mention will be made here of one of these, the Secondary
Schoot Staling Model. This is of particular importance
because it has been designed and used by S.E.D. to study
the factors affecting stalling needs in secondary schools and
1o formutate the system of statting standards set out in the
Sceondary School Stitting Report, 1t has also been used in
the assessment of total secondary teacher demand on the
basis of the proposed standards,

The Secondary School Statling Model is fully described in
the Secondary Schoot Statling Report, fron. which the
following sunimiary description is taken:

" Brietly, the Sccondary Schoo! Statfing Model is a
sequence of mathematical operations which finks together
the various factors affecting the stafling of a secondary
school and enables a list of statling requirznients os weil
as other relevant information to be produced. All the
factors affecting stafting are treated as input variables
which can be given any desired value, Thus the mode}
can be used to simulate any conditions or organisational
patterns likely 1o be found in a secondary school with a
view 1o studying their effect on stalting, The contribution
of tha computer to this technique is that it enables the
calculations to be repeated quickly and aceurately for
different sets ol input variables, and the results compared,
in a way which would not otherwise be practicable.”

The input sariables recognised by the model include the
roll of the school at cach yearly stage, the courses and sub-
jects offered and the proportion of pupils taking these, the
acceptable maximun size of teaching group for cach subject,
stage and level, period allowances, allowances for various
non-teaching duties, and a “float™ of teacher-cquivalents,
expressed as A percentage addition to the total teachers
calculated by the model. The purpose of the “float” is to
provide a measure of additional tlexibility in the use of
teachers, covering for example timetabling difliculties and
casu absencxs. {t could also be used by an individual
keadteacher to make more generous provision in any
particular aspect of his school's organisation which he con-
stders requires it. As the percentage “flot™ is a variable,
it can also be used by the modeller to move standards up
or down with relatively minor limits while keeping the other
variables constant, The output of the moriel consists of
estimates of teachers required for cach subject and stage,
together with such other information as average class sizes,
average pupil contacts per teacher, and overall pupit-
teacher ratio.

Provision for remedial education is covered by the model
in two wiays, both or cither of which may be used: first, in
tlic formy of separate classes for the least able pupils, secondly
by a special allowance of teacher-cquivalents to cover the
remedial education of pupils withdrawn from normal classes.
{n cither case the item is treated as a variable so that
different levels of provision can be modelled.

1t is important to stress that the model itself is mercly a
set of logical steps which produce a teacher requirement
according to the values assumed for the input variables. It is
therefore entirely neutra) and does not itself incorporate
values. More¢ than 400 scts of variables representing a wide
variety of types and circumstances of schools and different
organisational patterns have so far been tested, using the
meadel, Among the particular aspects studicd were the
following:

Q@  The cifect of the size of roll on pupil-teacher ratio,
E MC assumptions being held constant.

Aruitoxt provided by Eic:

The characteristic curve shown in Appendix [ to this
paper was obtained, demonstrating that economy in stafling
increases with the size of school, Beyond a given point,
however, the increnents of roll produce a dintinishing return
in terms of incredse in pupil-teacher ratio. The position and
stope of the curve varies according to the particular assump-
tions made about internal organisation and other factors,
and it s not possible therefore 1o gencralise on what is an
“econontic” size of school, The use of the model however
cnables given assumptions to be quickly assessed in terms
of the effect of size on P.T.R. and so, amongst other things,
contributes to a more informed consideration of the point
at which the stalling economy of large schools is outweighed
by other possible disadvantages.

(2) The eflect of type of schoo) on pupil-teacher ratio,
other assumptions being held constant,

Again the results are dependent on the assumptions made,
for instance about courses offered and class sizes. For a
given set of assumptions a comprehensive organisation was
found 10 be less economical than a combination of selective
forms for the same number of pupils. In practice, however,
comprehensive schools serving a given catchnient arca will
be larger than selective schools: for a town of around
25,000 -30,000 inhabitants, the modelling of different
arrangements, of schools of different types suggested that
an arrangenont of two comprehensive schools cach of
about 1,425 . upils would be as cconomical as any other
likely arrangement.

(3) The etfect on stafting requirements of ditferent
assumptions of maximum cliss stee.

The 2bility to model different class sizes, keeping othar
variabies constant, is extremely vatuable, not only in showing
the effect on total stafting requirements and costs but also in
reveuling differential eflects, for example on the numbers of
teachers needed for different stages or subjects. A constiant
reduction in class size for all subjects would, for example,
alter the relative demand for teachers of different subjects.

{4) The effect of differences in curricular organisation.

The term “curricutar organisation” is used here to cover
such matters as the courses and subjects offered, the pro-
portion of pupils allocated to examination and non-
examination subjects, and the period allowances for dif-
ferent subjects, This is possibly the most useful as well as
the most difficult feature to model, as in practice it is
unlikely that differences will affect only one variable at a
time. The methed adopted was, broadly, to model a “‘con-
sensus™ view of a reasonable organisation for a comprehen-
sive school of 1,140 pupils, and then to observe the difference
in statling requircments for a variety of alternative forms of
organisation cxtending from highly streamed limited-choice
systems 1o systems embodying sciting across the whole of a
year group. In preparing the curricular assumptions advice
sought from a group of experienced headteachers was used
to supplement evidence from the 1970 survey. Among .
valuable insights provided by the model was the light
thrown upon the cffect of different option arrangements
on staffing needs,

(5) The effect of differences in option “'take-up™,

The proportion of pupils who decide to follow particular
courses and subjects varics from one school to another and
is affected by the particular arrangenicnt of subjects in
option columns. The model was used to simulate different
option arrangements and pupil take-up and study their effect
on total and on subject teacher requirements,

FFrom the application of the model to a large number of
different circumstances and assumptions, it was concluded
that the most 2quitable method of sctting staffing standards
for individua} schools was by a system of stafting com-
plements incorporating a *'basic complement' related to
the roll of the school at the various yearly stages, sup-
lemented by a number of allowances in teacher-cquivalents
linked to particular ¢haracteristics of the school. The basic



complement incorporates i pro rata allowance of non.
teaching time for each teacher and Tor administrative duties
within the subject depastment. A separate “EDAL (Extra-
Departmental Administeation) atlowance™ is added for
administrative duties outside the subject depacimient, includ-
ing those of the head and deputy headteachers and of
guidance siall. Other allowances comprise i Cremedial
education wllowanee”, the *float™ alreundy mentioned, and
an allowanee 10 cover leachers released for in-service trixining.
The Iast two allowanges are related to the basic complenient
plus DAL allowance and are equivalent respectively 1o
575 and 49, of the total complenmicnt, A Turther altowance,
to provide « lighter Joad for teachers in their fhist

yeir of probation, is included but is not intended to come
into operation until 1976, The ditfering statling needs of
schools with setective and non-selective forms of arganisation
are recognised by having three separate sets of complements
covering respectively aon-selective schoals, selective schools
with ceetificate courses only and selective schools with non.
certificate courses only: the essential differences lie in the
basic complements for years SINT and SIV and in the
provision made for remedial education.

The proposed set of complements for non-selective schools
is shown for itlustration in Appendis 2,

The assumptions on which the values of the busic com-
plenments were caleulated are clearly set out in the Secondary
Schools Stutling Report, which also gives an indication of
the kind of viriations which would be possible within the
siame total eomplement, The assumptioas incorporate a
nornitl masimunt ctass size of 30 Tor classroont subjects in
S{-SIV, 25 for classroom subjects in SV and SVI, and 20
for all practical chasses, Actual class sizes will depend on the
roll of the schoo! and on its {nternal organisation. The
average size of class possible in o comprehensive school of
about 1,150 pupils within the basic complement is around
22 pupils, In addition, the 59 float could be used partly if
desired to reduce class sizes selectively-—for example, those
of non-certificate pupils in ST and SIV: the Report shows
how this might be done. The tloat and the various ather
allowances provide for improvements on present general
standards -for example in the provision made for remediat
cducation and for in-serviee training,

The system of statl complements embodies a high degree
of tlexibility. First, by having diffcrent complements for the
three stages S{ - S{f, SIT-: SV and SV 8SVi, and for
selective and non-selective forms of organisation, the com-
plements can be automatically adjusted to the type of school
and the distribution of pupils within the school. A school
with a relatively large number of pupils in the upper stiages
will, for example, have a ktrger complement. The complement
is also automatically adjustable for schools in 4 transitional
phase, for example, those changing from a selective to a
comprchensive organisation, and for schools with an atypical
distribution of roll. The remedial wlowance and the in-service
training allowinces are intended to be treated as norms
which muay be increased or deereased according to the need
for remedial education i the school and the actual incidence
of in-service triining, An essentiaf feature of the system is
that, althaugh tota! statl complentents are built up by a
system of basic complements and allowances, and are clearly
redated to identitied needs within the school, the headteacher
is teft entirely free to deploy the teaching stafl in any way
he wishes within the total complement, thus maintaining his
traditional freedom in regard to internal organisation and
curriculum. Indeed, itis proposed to remove the existing
statutary constraint on maximam clasy stzes, so that,
although the total complement will enable class sizes not
to exceed the iimits already mentioned, the headteacher
will be free to arrange larger groups, e.g. for lectures,
as required.

The system of staff complements contaling no prescription
or guidance on how total complement should be distributed
Q gst the various subjects, This was deliberate. The
EMC nce of the 1970 Stafting Survey and of the extensive

Aruitoxt provided by Eic:

use of the Statling Mode! showed that the relative need for
teachers of different subjects within an overall complenient
depends on a variety of factors which muay be classed in

3 groups: external or given, e.g. the distribution of the roli;
curricular -the courses and subject choices offered, period
allowanees and so ont and the actusl choices made by the
pupils. The interplay of these Factors produces quite ditferent
subjectteacher tequirements, and it would, in our view,
have been quite wrong to lay down stundards for the number
ol teachers required for cach subject. Tt will, of course, be
necessary for S.E. 1D, to be able to assess wnd predict the
mational deruand for teachers of specific subjects. The adop-
Hon of w uniform system of total sttt complements will
make il possible to monitor, by regular returns fram schoals,
changes in relative demand for teachers of different subjects.

Finally it should be mentioned that it is recommended
that the standards should not be mandatory. Itis recognised
that, despite the very high inherent flexibility in the system
of complements, exceptional ciscumstances may justify
departures from the standards in specific cases. Ut is also
considered to be impracticable and unnecessary to lay down
standards for very small schools - broadly those with under
200 sccondary pupils. For these reasons it was decided that
no powery should be sought to embody the standards {n
reguliations.

The total available supply of seccondary teachers in
Scothand. and the disparitics which exist between different
parts of the country and between individual schools, make
it impracticable to suppose that the standards can be brought
into effect immediately. Consequently it has been recom-
mended that all authorities should adop! them as a target
1o be achieved not fater than 1977-78 in all schools. In the
mewrtinwe it is recomrended that authorities should intro-
dw.¢ the system of staff complements fram sessicn 1974-75,
with the actual standards adjusted in accordance with
available supply.

It should be stressed that these proposals for new stafling
standards were put forward for consi-teration and comment
by education authorities and other inferests. The process of
consultation is well under way and it is hoped that final pro-
posals will be issued ¢orly next year, Whatever the ultimate
outcome, we trust that (he proposad system of staff com-
plements is at least thought to be a worthwhile attempt to
rationalise the methad of assessing statting needs for secon-
dary schoois in Scotlund. But much remains to be done (o
refine the technique and 1o provide for further developments.

From .he point of view of education authoritics and
schools we beiieve that the publication of the Staffing Report
and of the results of the Secondary Schools Stafling Survey
have given a fresh impetus to an alrcady growing interest in
Scotland in efficient organisation and usc of teaching
resources, as itlustrated for example by the introduction in
1972 of & national centre for school administration, embody-
ing an advisory service on seconditry school timetebling, in
Moray House College of Lduciation, The emphasis on
managerial problems in schools is o true sign of the times.
1t reflects the incredible complexity and dithiculty of organis-
ing w larpe secondary schoot efliciently. 1t alse reflects the
widde diseretion and responsibility pliced upon headteachers
and senior staff to ensure that schools are efficiently run, [t
reflects above all the growing recognition that teachiers are a
valuable resource which must be carefully hushanaed.
Nothing in what is said in this paper detracts in any way
from the prime purpose and duty of schools, which is to be
concerned with the education of the pupils. On the contrary,
itis onty by efficient planning and use of teaching resources
that the educational and social roles of the schools con be
cificiently maintained and progressively improved.

Vo Secondary School Swfling - a report on secondars school organisa-
tion and staffing in Scotland, with praposals for new staffing
standards, HM.S.O. 1973, Price 85p (by post 934p).

Scottish Education Department Circular No. 865, Secondary
School Staffing Repart. March 1973,



2. Fducation in Scothond: A Statement of Policy, Cmnd. 5175,
H.M.S.0. 1972, Prive [ Mp thy post 164p).

3. Schools (Scotland) Code (Amendment No. 1) Regulations 1972,
S.ENo. 776, HLMLS.O. Price Sp tby post 8p).

Scottish Education Depavimient Circular No, 819, The Sraffing
of Prinary Schooly, March 1972,
1. Scottish Education Departient Memworandumy, Stafling of
Secondary Schooly in Scotlund, LM .S.0. 1969, Price 224p

{by post 28p).
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6. Roman Cathotic schools are run by education authorities in
the same way as non-denominational schools. Teachers in
Roman Catholic schools are appointed by the education
authority but the Catholic Church authorities have a statutory
right to satisfy themselves as to the religious faith and
character of teachers appointed.

Response: A. G. Robertson

Headmasters are always prepared to state the aims of
their schoots but find it much nmore difficult to explain how
these aims are achivved. T think atl would agree that part
of the answer lies in having the best possible quantity and
quality of staff in the school, and [ am, therefore, glad to
have this opportunity 1o respond to Mr McGarrity's paper
which is based on the Scottish Sccondary Schoo! Stafling
Report (1973).

IFirst of all 1 must conuend several features of the Repart,
The data included are based on an analysis of & national
questionnaire to schools. The resulting “stalfing model™ is
used 1o study the effect of changing & variety of school
variables. And the report contains a mass of relevant and
interesting information concerning teacher supply and
demand, schoo! types and rolls, class sizes, subject require-
ments, pupil-teacher ratios, and implications of different
erganisations and curricula. All of these are worthy of study.

The Report makes certain specific recommendations about
statl complements, based on the statling model. These com-
plements are related to requirements at various stages of the
school, extra-deparimental allowances, in-service training,
absent teachers and remedial teachers. Thus it appears that
a fairly sophisticated instrument of measurement and pre-
diction has been developed. My main complaint here would
be that several of the allowances are inadequate, and
should be increased.

As an itlustration, the model makes the following provision
for a comprehensive school of 1,475 pupils: 24 teachers for
S [ and 11 (500 pupils), 30 teachers for S I and IV (600
pupils), 22 teachers for SV and VI (375 pupils), S extra-
departmental teachers, 3 remedial teachers, 3 for *'float™
and 3 for “in-service', a total of 90 members of stafT,
giving a pupil-teacher ratio of 16:4:1.

Two najor assumptions have been made in the Report,
which weaken the foundations, in my view. One is the
estimate of teacher supply and the other is the percentage
taken for teacher wastage. Neither estimate is reliable, and
errors cun affect the overall supply-demand situation quite
drastically.

Also, there are certain unyielding factors that this kind of
model cannot take into account. One is the relative imbalance
of stafl from region to region, and the other is the shortage
by subject, In ten Renfrewshire schools, for example, the
total shortage is 100 teachers, and this is fargely a geo-
graphical shortage. In this County, nearly all subjects are
short of teachers, particularly art, technical, business studies
and modern languages, and to a lesser extent mathematics,
science and English. Another County advertised nationally
for over 50 teachers recently, The shortage, in places at
least, is much more severe than national pronouncements
indicate.

As the Report states, the whole supply-demand mechanism
is very complex and tends to oscillate if left to operate
naturally, Whether the use of the statling model will dampen
the oscillation about a satisfiactory mean remains to be seen.

Another factor that may obliterate the model's sophistica-
tion is that of comparative salaries and shortages in other
occupations. One constantly meets students who have turned
away from the teaching profession because of more attrac-
tive salaries and conditions clsewhere.

[n my expericnce, teaching has much to offer. A satisfying
and stimulating life if conditions are good; new methods,
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subject content and facilities; o reasonable element of leisure
time, atbeit relatively less than formerly, and associated
opportunities for developing personal and community
interests; i sense of seeurity which is more important,
perhaps, in these troubled times.

Against these one can cite other factors. An atrogious
struggfe in bad conditions, with antagonistic pupils and
antipathetie parents and public: an increasing political
pressure on the educational system such as R.S.LA, with
its consequent refuctant pupils, over-large classes, and stafl
and accommodation shortage: the enforced phitosophy of
common courses in mixed ability clisses for one or even
1wo years ut the beginning of the secondary school stage;
the generally bad publicity given 10 the teaching profession
by the media: tinally silaries, an over-riding influence in the
supply of teachiers which neither the country nor its politicians
have understood or accepted.

All of these factors, for and against, and many others,
influence the long-term statting of schools, The Stafling
Report and Model provide an incentive to study the
problents and 10 seck some perhaps too theoretical answers.,
But I am certain that the only real and lasting solution will
be provided by o substantial improveraent in the salarics
and status of the teaching profession.

Response: W, Murray White

1. Pressure of time forces me to condense my response to
Mr McGarrity's admirabie paper to an extent which may
well prevent me from doing justice to the many major issucs
which it raises. In an attempt Lo minimise this injustice [
propose to divide my response into 3 parts. The first will
draw attention to the similarities between the Scottish situa-
tion and that obtaining ¢lsewhcere in the United Kingdom.
The second will refer to certain markedly distinetive features
and my third phase will attempt to look forward to both
the potential and the hazards of a sophisticated analytical
approach.

2. First then, the common features, or those that were
common until the new Scottish approach was developed.
While overall financial constriaints of various kinds have
been exercised by central government, decisions about the
input of teaching resources have been largely delegated to
local autherities and prieritics in the deploymient of resources
s0 provided have been left 1o individual schools. In spite of
our quota system, aimed at limiting geographical maldistribu-
tion we find that Iocaf authority input control, normally
exercised through imposed staif-pupil ratios reveals, even
more than in Scotland, variations in inpwt far in excess of
any measurable ditferences in needs. The outcome is to
present schools with irrationally varying complements of
staff and rely on them to bend their assessments of need to
conform to these resource constraints, The second common
constraint, operating in the opposite direction, is the con-
cept of maximum class size, This somewhat crude instrument,
operated pechaps somewhat more rigorously in Scotland
than clsewhere, was designed to act as a remote lever ensur-
ing that overall provision in any school should not fall
below an extremely modest minimum and to place liniits
on the extent to which large ¢lasses in one part of a school
coutd be used to subsidise much uneconomic provision else-
where, A third shared feature is the growth of “middle-
management™ posts and an increase in the non-teaching
time allocated to the functions they are expected to perform,
This development reflects both an increase in the size and
complexity of schools, requiring structural arringements for
matters which in smaller schools might have been dealt with
informally and a marked growth in the responsibility of
Q" ols to supportive functions ntainly in the areas of

E lc‘onal and vocational guidance,

A The differences between England and Scottaad to
which | wish to draw attention include: - -

(i) Eogland is larger, less compact, consensus is less
cusily obtained and there may be less response to
central influenee,

(i} England has 2 examinations, at sexsent, at 16, one of
which, C.S.F,, has the obligation to examine what-
ever schools choose to teach. This leads te a more
diffuse pattern of options, with 4 greater tendency
for the proliferation of small groups. A looser pattern
arises from the less clear demarcation between
examination and non-examination courses.

(iil) Indecd, the whole svstern is fess cohesive with mdi-
vidual schools, all considered secondary, covering
different age-ranges. The range of sizc is also
somewhat greater,

{iv) While both countrics share the simple definition of
“qualified teacher™ specialists in England are probably
less clearly defined; ambition, pressure and experience
combine 10 produce teachers who have acquired
specialisms additional to or different from the
discipline of their original training,

Diversity extends to the time-table, The term “teacher
petiod™ has no longer any general meaning and may
be i unit of time varying in different schools from

15 minutes to over an hour, as well as being part of
tim - <table cycles of any fength from § 10 10 days not
exciuding such esoteric examples as a 7-day time-
table round a fixed Wednesday.

v

4. 1 hweve briefly outlined similarities and differences in
the factual backgrouud to the two situations. The differences,
especially the much greater range of organisational variations,
together with the ditficulty of defining the specialismis of
teachers alongside considerable growth of new subjects and
inter-disciplinary developments enjoying a variety of
umbrella titles, would make an English exercise, parallel 10
the Scottish survey, almost impossible. On the other hand,
the basic similarity of the problems has led to the increasing
use of analytical approaches with aims consonant with these
of the more massively detailed Scottish exercise. While there
is nothing in the way of an English survey, some authorities
and some schools are beginning o use mathernatical tools
to investigate the relationships between input and opera-
tional variables. Four outcomes from this development
mctit mention,

(1) Many authoritics have introduced more sophisticated
stafling formutae, using ditferential ratios for various
age sectors, together with discretionary additions
designed to meet special needs. This sophistication
does net derive from a precisson of analysis com-
pariable with that in Scotland but could more properly
be deseribed. in racing parlance, as by hunch out of
experience,

(iiy Unfortunatcly, the only concession 1o size, d variable
whose importance is less recognied in England, is
the occasional injection of an extra teacher to help
small schools, defined by authoritics as below some
crratically arbitrary minimum enrolment.

(iii) There is awareness of the size problem, however, in a
different context. In the past few years there has been
a slight but steady improvement, nationaliy. in average
teacher-pupil ratios and there is concern that this
has not led to any proportionate reduction, either in
average class size or in the number of over-size
classes. The explanation is that the additional teachers
provided as a result of improved ratios have been
muinly used in boosting the amount of non-teaching
time. For this, there are both positive and negative
reasons. Positively, many schools have elected to
increase their noi-teaching tinme to enable the many



additional functions which they have sought or have
had iinposed on them to be more adequately carried
out. Negatively, in some schools, there has been no
alternative to increased non-teaching time since fully
used accommodation provides no extra spaces in
which the additional teachers could operate,

(iv) Failure 1o bring down the number of oversize cliasses

arises from, among others, 2 main causes: (@) the
conjunction of the conoept of form-cntry (in multiples
of 30 pupils) and the remedial problem. Some, but
by no means all, of our schools choose to isolate a
remedial group for all or much of its curriculum. {f
the numbers in such a group are restricted to 20, as
they commonly are, it follows that in a 6-form entry
school, cither the remaining classes will exeoed 32 or
the 6-f.¢. school will have to operate, in part at least,
on a 7-f.¢. organisatioi; (b) the second cause is that
the additional teachers have been fed into the upper
parts of the schools cnabling ever-widening choice

to be organised in small groups, subsidised by over-
stze classes in the cartier years.

5. May I conclude by offering a number of isolated
observations on the Scottish survey, its staffing models
and its general approach,

(i) 1 welcome this development and | am somewhat

(id)

(iil)

{iv}

Q
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envious of the amount of hard fact now available to
decision-makers in Scotland and of the speed at
which reaction is possible to changes in the input
variables.

I am less sure about the operational variables, The
concept of the float, designed to retain considerable
freedom to the individual school while preventing
unlimited cost cscalation, is admirable, but I wonder
whether external pressures may not force schools into
using the float to preserve the status quo rather than
fundamentally to re-cxamine their priorities. There
are certainly schools in England which would find it
hard to resist pressures to use any increased room
for maneouvre to enlarge rather than to diminish
present imbalances in the deployment of their
resources.

Models cannot take care of everything, and the
pressures to which I have referred are one of the
incommensurables, Another constraint to which 1
have already referred, is that of cccommodation, |
may not have read the S-ottish papers with sufficient
thoroughness but I did feel that this particular con-
straint had been somewhat under-emphasisced, [ am
not surc whether we are yet sufficiently aware of the
circular nature of this problem. Existing curricular
practice influences current provision of accommoda-
tion which in turn dictates or constrains the
curriculum of the future,

There is a similar circularity between the curriculum
and requirements of the varjous categories of teachers.
We aim to recruit the numbers of specialists needed
to meet present curricular objectives and, if we get
them, the availability of their expertise then constrains
the ways in which the curriculum can change. This

is a problem which confronts schools anxious to
change. They may have long-term objectives requiring

1§

a dilferent bakunce of stafling und, theoretically, turn-
over should make such changes progressively possible.
Unfortunately, the impact of turnover is unpredictable
and there Iy an obligation on schootls to sustain
curricular programmes to which pupils are already
committed, This produces a conflict of objectives,
Long-termu intention to change suggests replacement
of one sneciatism by a different one but the ongoing
comniitment requires direct substitution,

(v) L am also concerned about the balance between
delegation and accountability. 1 am sure that, in
principle, we ought to preserve the freedom of
schools to determing their own priorities. But ought
there 1o be limits within which this freedom should
work, not rigidly applicd, but requiring reasons,
susceptible to negotiation, if schools wish to move
outside these limits? A particular example will make
my point. There would be undérstandable opposition
to any attempt to prescribe minimum teaching group
sizes, and rare, very minute groups can undoubtedly
be justified, The question is as to how far this can
go, and the virtue of broad analyses of deployment
is that they encourage the critical examination of the
cumulative effect of changes, each of which could
no doubt be defended in isolation.

(vi) Finally, | hope that these new developments will lead
to a now scrutiny of contact time, in which emphasis
will shift from concentration on the quantity of con-
tact to its quality. Ought we, for example, to re-
¢xamine three particular questions?

(a) In our fourth and fifth years and I suspect also
in Scotland, there is the anomalous situation that
conipulsory subjects are taught in the largest
groups, using the minimum of resources while
more peripheral activities may be organised for
very small groups consuming resourccs at many
times the rate of the compulsory sector.

(5) Should time allocations at all levels be more
related to group size ? Have we evidence, for
example, that the outcome of (say) 3 periods of
teacher contact with a group of 20 would be less
beneficial than a larger number of periods spent
in much bigger groups?

(c) Have we got the right balance between the common
core of the curriculum and the optiona! etements
and if we continuc to allow a vast range of choice
at 14 are we satisfied that syllabuses and schemes
of work are planned accordingly? ln England, |
fear that most subjects are conceived entirely in
terms of those who will continue and no questions
arc asked about the surrender value of those
subjects which options systems permiit or compet
pupils to give up at an intermediate stage.

7. These last points have little direct connection with
staffing models. I have mentioned them because 1 am slightly
anxious that we could become over preoccupied with how
we organise at the expense of concern with what we are
organising for. I am sure that models and analyses can
illuminate the professional value judgements that have to
be made. T do not think they can make these judginents
for us,
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School and Further Education:
Joint use of Resources

Derek Birley

Director, Ulster College. The Northern Ireland Polytechnic

| have been racked by doubn ever since 1 undertook to
write this paper, Not so much because of lack of knowledge
of the subject, 1 presume it is not expacted that [, uncon-
nected professionally with cither end of the problem, can
offer more than an amateurish and superficial comment or
two. Nor did my doubts arise because, as “Education™ not
too deticately put it in their notice of the conference, two
very knowledgeable people “will be sharpening their wits on
Mtr Bitley”. [ am glad to accept the humble but uscful role
of strop for their razors,

No, my real anxicties began when [ sought help from
Deryck Mumford, Principal of the Cambridgeshire College
of Arts & Technology, who has long advocated amatgamat-
ing school sixth forms and further cducation colleges. His
stated objective “'to provide a better rangs of apportunities
with given resources' appeared admirable, but his solution
seemed by implication to be excluded from my terms of
reference, He went on, 1 have not given consideration to
joint usc of resources by schools and Further Education
colleges beeause long experience has suggested to me that
to get any two educational institutions to co-operate about
anything is virtually impossible.”

Even if this is only partly truc it provides, as they say,
food for thought, [t has led me to conclude that we should
consider first of 4ll the grounds on which we justify having
two seperite sets of institutions each involved in the educa-
tion of the s ¢ age group, And | am afraid that this in
turn has fed ne to some rather sweeping geacralisations in
the next section. 1t would be presumptuous 1o call them
statement of principles. They are no more than the first
thoughts 1 tentatively bring (o the matter. stripped of proper
qualification in the interests of space and perhaps evei-so
shightly exaggerated here and there in the interests of stirring
CONLroversy,

History and all that

[ wonder if you shure my growing fedr that, as o country,
we may have too much history for our own good ? Nation
after nation, since the Kist war, seems to have been able to
break away from or build on ity past, cconomically and
politically, while we contemplate our ancestors’ navels. We
appuar to seck contirmation there that the world owes us a
living. in spite of mounlting evidence from more credible
sources that it acknowledges no such debt. Nor do we now
seent to have any great ethical, cultura! or politicat con-
tribution to make. We itre satistied with what we consider
to have been our virtues in the past--tolerance, good sense,
give and 1ake. As a result we depend oo much on com-
promise and not enough on declared and worked out
principles.

The close inter-action of educational and socid! fuctors in
our way ol life makes it inevitable that what applies to
society in geaeral applies to the education system in par-
ticufar. Tt is o chicken and cgg situation. and no-one can be
absolutely certain what i influencing what, Education for
Q  part-determinant, part-product of social factors, and

wystem s such a precarious balance of interests - local

wmmmm s national, individual versus institational, prafessional

versus lay, for instance--that it has become 4 kind of com.
promise machine. [t is also one of such complexity that we
have to devote inordinate ¢ffort to secordary things, like
machinery and organisation.

Hener, pethaps, the inclination to regard as a matter for
compromise through manipulating resources the question
now at issue, Should we not first ook at the cause of the
problem? Certain institutions called schools have grown up
in one part of our syster; certain others called colleges of
further cducation have grown up in another. It is not our
custom to fret about such haphazard growth. We are inclined
to dignify with the name of tradition the disreputable habits
that have led us where we are, Certainly we can say that the
problem stemis from two separate traditions that have
influenced the ereation of schools and of colleges and ussume
that this means they must both continue unchanged. But
this does not alter the fact that we have no national policy
about the right educational enviranment for 15 to 18 year
olds, and that we have two rival groups competing for the
favours of these young people,

The academic ¢thos of our maintained secondary schools
has emerged rather than been created. [ say nothing of the
legacy of 4 nonsensical tripartite division once proudly pro-
claimed to reflect three categories of young hunan being,
and the shaky foundations of past decisions about ages of
transfer, except that they itlustrate how our education system
has had the power of self-fulfilling prophecy built into it
from the beginning. My immediate concern is the mived
heritage of public schoo! and public elementary schoo!
auitudes with which history has endowed the secondary
schools now run by local education authorities.

The result, with i standard mode! that provides education
simultancously to children of 11 and young adulis of 18 or
19, seems to me open to criticism. And the doubts are not
removed--in some ways they arc increased -- by offering the
seven-year streteh to children of all fevels of ability. What
impels us to restrict curricula and aspirations to preserve an
clongited age-range in schools for 11-18 year olds? At the
top of these schools there is the sisth form, Rowering away
in the public school rradition. Al the other end there has
been d gratuitous addition to the conventional age span.
And in the middle we may have all or some of every varicty
of subsequent cducational thought or administratively
convenient notion.

One of the varieties i the product of a different tradition.
A great deal of nonsense has been tatked about the voca-
tional clement in education. The term is often used pejora-
tively or at feast patronisingly when applied to the educition
of the bulk of the population but we tend not to apply it in
this way to training for, say, the law, In fact it exemplifies
one of our sillier snohberies, But what 1 refer to here is the
provision of vocational education for ordinary folk by the
night schools and their successors.,

The inheritors of this tradition are the colleges of further
education. Toduy they are widely regarded with suspicion
when they show signs of extending their influence— valgarly
peddling their wares, likely to turn decent school children
into nameless horrors with specious promises of adull
atmosphere. Thus W, R, Elliott, Senior Chief Inspector of



the DLES., ina speech in 1970 poked mild fun at those who
claim that sonwthing seductively labelled Adult Atmosphere
is what the youag desire and need - and that this com-
modity 15 the preseryve, apparently for ever, of Cortain types
of institution: that i break with one’s past and a feap
forward into the unknown is a tremendous stimulus,”

One should not perhaps make too much of one sl
conument in 4 lengthy, wide-ringing speech tand one that is
full of wit and charm) and no-one pretends that the further
education seetor is without blemish. Just at this point
though it scems a pity that Elliott's criticisny wis not
directed at the present organisation instead of at the dexire
to offer young adults an appropriate environment (4 desire
shared by many schools, as he hinsef! implies),

But then, we are ol organisation men today. [n education
this is no more than an extension of another tradition, Our
preoccupation with creating and running institutions too
often leads us to put the claints of schools or colleges before
those of the people they are intended to serve, We almoss
seem to asstre al tioes that these places have a life of their
own, that they are somechow the reality wnd the young
people in them merely shadows,

Philosophy and all that

Qur preoccupation in all branches of the service has een
with institutions, not ideas. Of course it can be argued, and
used as a defence, that it is not our practioe o sei up
institutions with specilic, laid down rules, but rather to
indicate the broad timits of their territories and leave it (o
the people in them to work out the detadls (like swhat they
are trying to achieve). Which is another wuy of saying that
we are ot notably good at creating the phitosophical Lasiy
of whut we ure providing before we Launch into the pro-
vision, We can explain it, in the context of vur tradition,
as i reflection of education's ambivalent stance in relation
ta society: politicians, administrators and teachers while
helping to shape the public mind must B responsive to its
demands,

The British pcople, struggling for a real voice in the
government of their country, have not yet been able to
articulete their necds clearly in relation to the education of
their children it the secondary stage, Sonie parents are toe
feckless or teo inhibited to utter on the subject--and it is
to our shame, c¢ither way, For the rest, their demands gener-
ally appear to centre on the desire for their children to get
paper qualilications that will help them earn « good tiving.

{t is fashionable to criticise the narrowness of the vocu-
tional concept. But is not the fault in the narcowness of
the way we conceive it and the unimaginative and insulting
assumptions we make about the jobs we deem the majority
of people suited to perform? The notion of living in the
world of work could be and ought to be a richer and more
influential one in the minds of educators (as indeed in the
minds of industrialists und politicians).

Working in a polytechnic [ have increasingly come to
regard the sandwich principle as important, not only because
of the pedagogical advantages of bringing together theory
and practice, but because of a growing feeling of the psycho-
logical rightngss of it. It seems to me that we do a grave
disservice 1o many young people at a critical time in their
lives, by offering them as the educational ideal an unrelieved
dict of full-timc formal education between the years of 14
to 2(. And in this I include not only the less intellectually-
endowed but many of those who now go through sixth
forms and universitics without failing an examinalion.

Fducationally, socially and economically we seem to be
suffering the consequences of neglecting these fundamentals,
Our social and economic nialaise is plain for everyone to
see: the growing problem of lejsure is another facet of the
same negleet. Educational inadequacies are less casy to spot,
but the signs are there. Admission to once-revered institutions
Q@ longer every young person's dream. There is no noint
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they have the same stiutus as Samued Butler’s musical banks
and the real cusrency is handled ¢lsewbere,
The dilemniy in which our secondary school teachers find
thenuelves has been well deseribed by David Hopkinson:
“For the educationist the goal of his strategic designs
must always be the promotion of personal developrment.
He has, of course, to reconeile his views with those of the
manpower planner, of industrialists and professional
bodies. His strategy must be such that those who control
admission to higher education are satisficd, His pupils
want jobs or admission (o another stage of cducation,
and it is no contribution to their personal development
if this is ignored.”

Htopkinson's conclusion, ' The factors that count are the
inclinations of the young people themselves and the range
of possibilities open to them™ will be echoed by everyone
in education, but it is hard to resist the conclusion that in
practice we too oflen put institutional considerations first,
Take another part of the speech by W. R, Elliott:
"This coneept of viability has led to the growth of mush-
roonts, schools with un ominously explosive head, in
Mexborough, for exampte, and Epsom. But & misture of
[1-16 and 11-18 schools in the same ared is not populars
perhaps if one must lose one's 1645 it is belter to losc
them to a 16-18 institution than to lose out to a rivat
school with a mushroom top.*”

How do we react 10 that, 1 wonder? It is, 10t us agree. @
shrewd and realistic observation. But do we have to assunmwe
that such considerations must conmie before the education of
the mation's children? When later on he says, “Tht this
competition between the advocates of schools and colleges
is & real competition can be shown by the numbers of clients
involved,” Effiott is doing no more than stating a fact we
must fuce. Rut it sounds like i description of a battle to sell
soap flakes, And even the consoling imuge of private enter-
prise, with its implications of free choice stimulating those
compcting Tor custom, docs not hold good. The young
people are pot free agents; theve is no real choiee for them,

Here we reach the core of the anxictics | expressed at the
outset, How cin we talk of sharing resources if this is in
fuct a contest ? In what spirit do we seek sharing solutions?
L5 it that of compromise merely ? If so are we justified in
setting aside what is really a clash of vital principle because
of the accidental existence of separate sets of buildings and
types of institution?

\Wwhy not Junior Colleges?

I certainly have not felt justified in producing this paper
without some reference however brief to the possibility of o
rational re-planning of the educational provision for the
older pupits,! The main objection to the notion appears to
centre on the question of whether we are justified in setting
aside traditions of proven worth for a feap in the dark, As
to the traditions, 1 suggest that though they may have served
some of us well, they have done badly by many, many
others, and that in any event, the world and its young
people have changed dramatically since sixth forms began
to flower,

1 do not know whether it was ever justificd 10 have 18
year olds and 11 year olds in the same educational unit, but
it is surely not now. The carlier social maturity of our youny
pcople today is presumably not at issue, with the voting age
at 18 as an oflicial mark of rccognition. 1t is not just “adult
atmosphere™ these people need, though that is important,
but affinity of age with their cotleagues, and, cducationally
vital, the fruits of deploying the resources of large institu-
tions horizontally rather than vertically. Then again there
would be advantages in separating those studying com-
pulsority from those doing so voluntarily: to point to the
legistative and administrative gain is not a mere matter of
expediency, for the resulting changes would help in sccuting
the sought-for refationship between teacher and taught. The
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presence in the voluntary seetor of part-time as well as full-
time students would surely work fas it does i colleges now)
to the advantage of both, Co-cducation would presumably
be the sorm and Tam aware of no serious arguments
against Gand a few in favour of) such a state for young
people of this age.

Amongst the various [eatures of the tradition said to be
wt risk the bestknown are perhaps the withdrawal of sixth
forny teachers fromy younger pupils and the more nebulous
toss of sixth fomt inlluence on the lower school. Sixth form
leachers probably always taught younger children to a lesser
extent than was claimed and they probably do so less now
than ever, In any event there seems 10 be more logic in
using scarce skills as the point of greatest impact, and more
likelihood of finding peeple who are good teachers of
chitdren of il the ages that they meet if they meet only a
limited age range,

The “loss of sinth form influcnce™ argument seems even
weaker, Even where sisth forms have existed (not in every
secondary selwool by far) it is arguable whether the down.-
ward influence has always been universally beneficial, and
they have obviously delayed opportunities for leadership to
younger pupils who in these days of earlier social maturity
might in increasingly farge numbers tuve beaetited feom
them. And what advantages can be ¢laimed for the sixth
formers by the presence of the younger children?

The “leap in the datk™ approach is, in & sense, unanswer-
able, for no-one can ever know in education whether any
change will be better untit aftet it has been tried-—if then,
But by the same token it does not need 1o be taken too
seriously as it appears 1o reflect only gencral coaservatism
with possible overtones of vested interest, The related argu-
ment, that transfer at 16 would be an unhelpful break in
continuity, has the merit of being specific, theugh not, t
whould have thoughl, too many other merits. Why we should
baulk at a change for near-adults after four or five years in
one school when we cheerfully uproot infants afier two ts
hard to fathom. Any move for any individual can be upset-
ting, but equally it can be an incentive. No-one proposcs o
completely seantless garment for education: it is a question
of the best age for people to make their moves, Can it be
seriously argucd as likely to be too disturbing for a boy or
girl 10 move to another educational inatitution when many
of his or her collcagues are leaving to start work ? The
argument that the break would provide an easy opportunity
for some te escape the net postulates a fairly sordid level of
relationship between existing sixth form teachers and potentil
pupils, Is it heard so oflen now that some junior colleges
are operating ? The further education colleges hitve not so
far been found lacking in the arts of persuasion, and the
relationship between institution and client would presumably
be similar in the junior colleges to that now in fusther
education, 1t scems likely, of course, that the attractions of
“going to college™ wilt encourage many who could not face
the sisth form to continue their education.

Perhaps at this point T had better make it clear that § am
not tatking in terms of putting an end to the contest between
rival sectors by one or other winning the battle. | assume
that new orginisations would be created that would under-
take on a two- and three-year basis all the sixth fornt work
of their Jocalities, together with other appropriite full-time
courses, such as O.N.D. They would cater for part-time
students, too. 1 assume that such places would be able to
do miore than provide “adult atmosphere™ of an unspecificd
kind but would cater for the varying psychological and
social needs of individuals who pright at various times and
in various ways need varying admixtures of theoretical
study, praclical application and opportunitics o live ang
work in the world outside.

There is na space to rehearse in any detail the arguments
for or against, But one problem should be mentioned if only

C{‘ wise it reminds us that the dj(ﬁcuhics {or the sccor}dary
E lc‘)ols‘ labouring undcf the weight of so many traditions,
10t begin with the sixteen year old. What of the 15-year

old in the junior college eria? What, tiest, of the Myers, held
back from sisth form studies by the need to complete Q"
tevel and reach chronologicat adulthood in order 10 conform
with thiv divided systemi? There could be o diftieulty for
thent, though compared with the contusions and inadequacies
that the less-favoured intellectually have often to contend
with at present, it would be on a small scate, At any rate
ingenious administrators would ntake nothing of this problkem
given the task of solving if. In my own view, if the junior
colleges offered the 1wo- and threc-year ¢ourses, or fast and
slower streamt approach of the sixth form, there would scem
litiic (0 be lost by the precocious student teansferring, with
all his eartier-matured talents, at 15,

A greater problem, both numerically and quatitatively,
relates (o those who at an earlicr age than {6 are felt to
have vocational needs that cannet be satistied for one reason
or anather by the schools, Characteristizally we tend 10
associate these needs with the less able, and 1o assume the
vocational poultice will suck out whatewvet is noxious in
their educational blood-streams-—-an assumption to which
we can return Titer, However, a range of inferesting and
enterprising experiments have afrcady been made, notably
in the provision of linked courses.

Looser assoclations
Gerald Fowler can conveniently introduce the topic:

“A healthy development of recent years, affecting mainly
pupits in the last year of compulsory school attendance,
has been day-release fromt school to college, usually for
technical, scientific or comunerctal studies . . . The nuniber
on such ‘linked courses’ was about 12,000 in 1970,

But he goes on, showing how compeiling is the notion of
juniar colleges:

“'Such schemes are however peripheral to the central
problem, Nor is any simple sofution, by division of
caurses helween schools and colleges, practicable.”

L:ltiott in the address previously quoted also seems to be
luke-warm about linked courses., He begins with a com-
pliment:
“The linked course proposal is apt to be accorded Jess
resprect than it deserves, Thaose whose predilection is for
the sensational regard it as a dull, unenterprising idea.”
But he soon modities his support:
" iy admittedly casy to suggest prudent, thrifty and
cncouraging vivtucs like co-operation and the give-and-
take which make marriage so good for the character.
The phrase *linked course” slips glibly off the tongue «nd,
bezause so often heard, is accepled uncritically. 1n truth,
iy many marrciages Yail short of triumphant success, so
du many linked courses.”

His reservations are chiefly of the realistic, institution-
oriented kind once more:

“Fiest of ali, the institutions involved must be convenicntly
located and temperamentally suited. Tt is rot just the head
and the principat whe are marrying, but the staffs of both
institutions, A good deal of organisational ability is called
for.”

However, Eliott also expresses 4 more fundamental doubt:
“lt is casy to congratulate oneself for having achieved o
bridge-head at the sight of pupils wending their way to
college; one musl be sure too that when they reach there
they will got what they need.™
In an interesting article Bill Skinner, Principat of Melton

Mowbray College of Further Education, after an admirable

slatement of objectives, tells us what those who wend their

wiy to him actundlly get:
“For the 14 to 16 age group in the upper schools. a
wide range of courses is avaifable, including building,
general engineering, automobile/agricultural engineering,



electrical engineering, commerce, wilive practice, type-
writing, speedwriting, home econentios, needleeratt and
art, Several of these are taken as C.S.E. subjeets, for
which we have submitted our own schemes under the
Mode 3 approach, and in these practical subjects there
is o vital place for continuous assessmwent.

“lo general, pupils following these coutses spend one
half-day @ week in o 'workshop® situsttion where the
cmiphisis is on practical work; and one half-day a week
on refated studies. The whole of this work is inter-
related with their studies back at school,”

One of his partners in the scheme, Bermird Brewster,
head of King Ldward YH Upper School, Mclton Mowbray,
augments this, with some constructive comments on
pragtical problems:

“The Cetlege is one mile from the school. Half-days or

whole days therefore are, in the main, essential, There has

been some transference of discipline problems, partly due

(o the opportunities offered by this change of environment

for 14- to {S-year-olds. Some damage has been done

occasionally at the College. College terms and working
hours do not coincide always with those of the school.

The reporting of absentees and the numbers of those

taking school dinner, has caused problems--trivia per-

haps, but such things can become major irritations if

not organised properly,”

What of time-tabling, the problent that springs at onge to
mind? Mr Brewster says:

“Link courses offered as part of optlion schemes need

to be dove-tailed; and great blocks of the time-table are

tied and immovable. Fortunately, the College tinte-table

is more tlexible and its Principal most accommodating.”’
He adds the familiar warning:

“Indeed, satisfactory persanai relations between Principal

and headnuster scem to be the most essential basis for

the suceessful operation of link coutses.”

Trere is a reminder later in Mr Brewster's article that in
our system local education authoritics are respensible for
the general character of secondary and further education
in their areas:

“The Education Oftice is alive to the fact that an agree-

ment has to be reached about the stafling of link courses

—-otherwise, pupils on rof! will be counted by both estab-

lishments. In this County, it has been laid down that for

every teacher engaged on a link course, the school will

provide +45 of such a teacher, the College « 55"

Hcre is an authority, one feels, not content with mere rule
of thumb, fair-shares-all-round techniques: *45 and + 55, no
less. Mr Brewster continues:

*Link courses are also expensive 1o run {e.g. the use of
clectricity circuit boards for the applicd electricity course),
and an agreed contribution from the school’s capitation

is made to this ¢nd."

And in his remuaining comments there emerges i mixture
of tiny financial and major educational issues, frighteningly
intermingled,

“Again, this can open up difficult questions—how far
justified is this expense vis-a-vis the possible neglect of
other areas of school work; or, again, should engineering
be considered as coming under the total allowance for
crafts as a whole and be subject to curbs on expenditure
which other sections of the craft department have to
suffer 27
Could it be that under the guise of encouraging individual
initiative, some L.E.A.s huve in effect thrown their educa-
tional institutions into the deep end, without preparatory
training or water-wings?
One wonders to what extent authoritics have produced
o :s, in the exercise of their responsibility under the
E lCld to what extent they have regarded it as a matter

tor individudl initiative ? Do LE A s muke conscious and

tnfarmed policy decisions to embark on schenws ind
devetop them? Presumably there s such o policy in Kent

whure by 1971 forty schools and seven colleges were offering
one- and two-year linked courses, 1t does not seent to have
overconxe what one would have thought were fairly funda-
mentad problems. Sybit Brown writes about the scheme as
follows:

voLcdF W number of schoals inan arei are using the same
callege on the same day for a particular subject, Where,
as is usual, the school children form a large enough group,
the cotlege arranges the course as a special class; other-
wise school ¢children may join for part of the time gioups
of young cmployees on day release. ‘This mixture of young
people-—some stilt at school, others at work-~-can, like

the freedom of the college style, bring both benelits and
problems.”

The spirit of happy compromise implied by the final sentence
is surely not an appropriate philosophy for such an exercise.
What kind ol day-release course fromuindustry is it that can
accammodate school pupils also? Setting aside the social
problems of such 4 mixture are there not serious ¢ducational
hazards for both groups?

Much of the comment made about these schemes has &
superficial air; the accident of the particulur situation scems
to be assumed an ¢ssential condition. For example, Sybil
Brown reports that assessment of the cxamination schemes
is thought to be a problem for college staff “who may not
be trained and cxperienced in C.S.E. work”, This seenis an
odd coniment since continuous assessment and moderation
in one form or another have featured more in further educa-
tion than in the schools. 1t does not appear to chime with a
point made by Mr Brewster in the acticle quoted carlier:

“The Q.N.D. course likewise caused some headaches—-
school staff were unused to regular internal assessment of
students® work {although C.S.EE. Mode 3 has now
familiarised them with this technique).™
Either way it is a matter on which local education authorities
might be expected to give thought and if necessary tuition,
before instituting, or allowing to happen, schemes of this
type.

Half measures?

It would be possible-~and some more docile contributor
might wel oblige at this or a future conference—to go into
greater detail about the mechanics of sharing resources
between schools and colleges, by linked courses and other
expedients. But would this nol simply prolong u story whose
oultlings are alrcady sufficicntly clear? Authoritics can do it,
if they want, and inore particularly if their heads and
principals want, and they can overcome the problems. But
why skoutld they s-ant? They can ¢xpect modest gains in
increased motivation through vocational stimulus, and at
the same time more use of physical college facilities, But
may thaere not be dangers in secking solutions to the problems
of one institution by farming out pupils to another?

Il e moltive is greater faith in the cthos of the other
place than your own, then you are in some trouble educa-
tionally. If it is merely that you want to use the other
fetlow’s clectricity circuit board, quite apart from the fact
that it will make a hole in your capitation allowance, are
there not better ways of acquiring specialist facilities? An
cducational systenm is surcly incomplete and unworthy of o
developed nation if its sccondary education has to depend
on injections of resources or philosophy from oultside itself,
And should not cvery educational institution, especially in
this institutionally-dominated sct-up, be ablc to call its
educational soul its own?

Fred Flower, writing as a college principal, warned in a
recent article about the danger of the schools regarding
these links as panacvas. He referred particularly to some of
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the chidren about whom we e currently, and belatedly,
feeling great concern, those whose igony is prolonged by
raising the school teaving age and whose ills will not be
cured by pressing a vocationad switch on and off a couple
of times a week, Theie condition, inttoverted, discouraged
and apathatic, needs another remedy:

“These young people are convineed that their way of life,
their conception of themselves wnd their aspirations are
neither comprehended nor appreciated by their teachers,
They foel o strong need for sonie kind of individuat
sympathy and atiention.”

Flower argues cogently for an education that looks at the
whole of fife for these sad little Robinsons. “"Has turther
education,” he asky, “anything to offer boys and girls like
this? To our shanw, the record of the colleges is, in this
respect, no better than that of the schools.™

Flower's regretful passing of the Robinson buck back o
the schools where it properly belongs (the colleges have
enough Robinsons of their own) should remind us of our
first duty, to get right the philasophy and objectives of wht
we propose. At the level of resources, though, he also gives
us & timely reminder, in case anyone were starry-cyed enough
to think that further education conwes cheap, that saving
money is not only inadequate philosophically as & reason
for pursuing these links, but unlikely to be achieved.

“11 is true that some education authoritics demand that
the ratio should be one teacher 1o between 5 and 15 pupils
10 make a viable *A” level class in any subject, but we all
know that subjects are taught in smaller groups than § in
nany places up and down the countey. If we are prepared
to stomach that we should be prepared to accept much
smaller teaching groups in those arcas of education

where the need is much greater.” ‘

In terms of resources this question of stafl is surely the
really critical one. Buildings can be adapted refatively casy.
What we have to contend with is the existence of two
basically competitive systems, cach sceking, very naturally
and with proper professional pride, 10 provide most things
1o most boys and girls. Linked schenwes, of course, do allow
some stall sharing, but all their other shortcomings aside,
they seent to make too small an impact on the reduction of
overlapping competing courses for small groups of full-time
students.

One scheme at least appears (o have addressed itself
seriously to the problem through co-operation this side of
amulgamation. As Roland Wilcock, Principal of West
Oxfordshire Technical Cotlege, wrote recently:

“Systenuttic joint pravision for 16-19 year olds has been
going on in Witrey for the past six or seven years, In ils
cirly days it took the form of formal co-operalion between
the then Witney Grammar School and the Technica!
College. . . .

“What began as a partinership between & grammar school
and a technica! coffege had to adapt itseli’ to the intro-
duction of comprehensive cducation in the area. What
now exists is the outcome of this response. The umbrella
organisation is the West Oxfordshire Censortium, con-
sisting of the four schools and the cotlege, They ‘consort’
purely for the purpose of providing full-time education
for the 16-19 age groups; for other purposes they go their
own ways, although it is becoming apparent that providing
for the 16-195 cannot be separated from providing for

{d- and 15-year-olds. The West Oxfordshire Centre of
Advanced Fducation is the instrument wherepy the
Consortium carries out ils purpose.

“This Centre provides three services: a system of publicity
and carcers and educational guidance in the schools: a
programme of courses, each of which takes place at one
of the five establishments, but planned as one programme
and publicised as such; an admission procedure which

E lC‘opcratcs right acrass the programme of courses, no

matter where the applicant applies from or is applying
ogoto....

*1t has been ageeed that the schools will not compete
with the technical coltege over the provision of vocational
courses, that all four schools will base their 6th forms

on & range of *A' level subjects, and that the technica)
college will continne to provide full-time *A* level courses
as well, These have been divided into two kinds--
‘common’ (English, Maths, French, German, History,
Geography, Physics, Chemistry, Biology) and ‘special’,
Each establishment may provide any or all of the
common A’ level subjects but the special ones will be
provided al only vne of thent, the techaical college having
the largest list with a couple of the schools covering such
specialisms as Music, Home Economies and Religious
Knowledge,”

Of course { do not suggest there are not other, perhaps
even better, examples of significant ¢o-operation to be found
in these islands, There may weld be same to be found in
Scotlund, It will not have escaped notice, Timagine, that all
the examples 1 have taken have been fromt England. This is
shameful though perhaps not unexpected from an English-
man at a Scottish conference. One reason for the restriction
is that it scemed more courteous to the host country to
direct eriticisnis ¢lsewhere. Another is simple ignerance.

I did in fact discover evidence that in Scolland, as one
might expect, they did things more thoroughly than further
south. As long ago as 1963 a working party under the
auspices of the Seottish Education Department produced a
document “From Schoot to Further Education”, Tt was re-
printed again this year and [ read it with admiration and
great profit, However, it was not readily applicable to the
highly individual argumeat 1 wished to pursue on this
oceasinn. But it is on the cards that some group of Scottish
schools and e~lieges has made a dramatic step forward that
should have been recorded. T hope so.

Even more should 1 like to be told that there are plans in
Scotiand or elsewhere o introduce new schemes, based
firmly on philosophy, that do not depend heavily on the
accident of whether principals and heads are prepared to
work together. What kind of a scheme is it that requires
saints, geniuses or even above-average professionals to carry
it out? Should we not ordain, like the apocryphal head-
master, that a new tradition will start tomorrow morning
at9am?

Certainly what we cuphemistically call the traditions that
have infused our education system so far have left us not
only with an unhappy mess of overlapping and under-
lapping institutions but without effective means of bringing
about planned change on a national scale. Theoretically we
have such means locally but for all sorts of reasons the
theory is rarely put to the test, Goodwill, close personal
refationships, and similar accidents are 100 often critical
factors in the ability of authorilies to venture into desirable
changes. Conlinuity of service should not be refied upon
too heavily when we have done our best through Burnham
Reports and so on to cstablish restless movement, change
without progress, as the way of life in our service,

The Oxfordshire scheme demonstrates that significant
progress citn be made even within the present framework of
traditions and assumptions. But presunably the needs that
this schemie is intended to micet exist elsevehere, too, and are
not being satisfied. Personatly, I believe that the root of the
malter is that we feel ourselves bound. because of undue
reverenee for the accidents of history. Lo preserve two sels
of institutions for young people from 16 to 18. Even if the
reaching-out from one set to another were better planned,
properly organised and instituted everywhere this basic
problem would remain, [t would still be like starting the
Channel Tunne! simultaneously in England and France and
trusting to luck that the two ends met in the middle. Is
there really no charnce of producing a blue-print before we
start drilling?



b In this sevtion Fintend by this phrase normadly those over 16,
Vhis | take to e the theoretival starting age Tor institutions
otfering past O Tevel, post CS Lo postastatatory feaving
e courses to full-tine and partamme students, The achual
starting age vould, and would vary. Sintilarly the normat
leaving age would be 18 or 19, The institations | hase called,
without much conviction, but for want of soincthing btter,
junior catleges. 1 indebted 1a most of the section to
IJ\'r,\cl\ Muvdord who has done so nsuch to propogate the
I
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Response: H. Fairlie

Mr Birley has presented to us today a most interesting
and powerfully argued paper on the reorganisation of
educational facilities for the 1118, and particuturly the
16 <~ age group. He has quickly accepted Mumford’s state-
ment that it is virtually intpossible to gzt any two cduca-
tional institutions to co-operate about anything and has
moved to discuss what he feels is a very necessary re-
organisation of the present resources for secondary and
further education—in England.

I do nct wish to appear chauvinistic when [ say that his
arguments are founded on English expericnce-—he says this
himself and dectares his ignorance about the Scottish situa-
tion. Much of his argument for change would appear to
rest on the existence of what [ suspect is a competition
South of the Border between school and college for the
custom of that scal which apparently determines the accolade
of a school--the sixth form. And certainly, if it is true that
the 16 1- academic can choose whether to pursue his A"
Jevels in school or in college, it could lead to a wasteful
deployment of tcaching resources. This is especially so if the
ridiculous difference in stafling ratios between school and
college for the same type of work is to be maintained.

But why should the solution be that of Mr Birley, to
transfer the sixth fornt to the F.E. Collcge? Why not restrict,
as we do in much of Scotland, the work of the IF.E. Colleges
to what they were created to do, instead of feeding these
status hungry institutions ? We try to insist that the 164
proceeding from * 0" Grade work to “H" Grade and
beyond should do so at school. He is not normally admitted
to the F.E. College to undertake a course of study which
the Authority provides in school unless he is cither over
18 years of age or has been away for a significant period
of time.

Flaving said that, I must confess a great deal of agreement
with Mr Birley's cogent arguments that there should be a

Q at 16, and that there is today little community of
EMCsl between the short trousered child of 12 and the
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mustachiod youth of 18 who might well be o father with
two legitimate children and have voted in o general election,
But 1 submit also thit there will not be much community
of interest cither between that youth and the apprentice
brickfuyer of 16 coming to cotlege on | day/week,

[ would prefer te sce the common schoot to 16 4, fol-
towed Ly entry cither to a sisth form college, big enough 1o
be comprehensive in its range of provision of courses and
not restricted to the traditionally academic classroom sub-
jects of the English Gramimar School (but not the Scottish
Senior Sccondary), or to the F B, College, Each institution
would have & common purpose -—-Education--but cach would
have ditferent specitic aims. This is possible in tingland, but
of course, as most will know, not so in Scotlund where the
S.C.E. Higher is taken in the Sth year of secondary educa-
tion, following the 2O Grade in the fourth, Nar is it pos-
sible exeept in arcas of signiticantly large population,

Turning, however, to the subject of this session, which is
joint use of resourees, the questions must be asked as to
why this is preswmed to be desirable, what resources, how
it is to be done and who are to be the sharers. From the
nunagenient point of view, in terms of maximum use of
investiment, clearly there is a case for (say) an eapensive
picce of science equipnient, rarely used, being made avail-
able to several schools rather than cach having its own,

But if we assume that management has been good and that
the colleges and schools are kitted up for what they have
to do, and that these resources are fully utilised in these
institutions, where is the argument ? It is just not possible
to share resources of teaching staffs— the form of training
for day school work and college work is quite different and
the qualifications of many Further Education teachers
would be quite unacceptable in schools, T think that Mr
Michael may wish to develop this further.

! am convinced that there are at different times “in-things'
and “'in topies” just as there are “'in people', and one of
these, current meantime, is this shared use of resources
between school and college. In general terms [ can see no
need for it, no useful purpose to be served if an Authority
has clearly defined the objectives of cach and within cach
has secured cnough custoniers to justify the provision made
both in terms of equipment and of staff. I think Mr Birley
was 50 right to toss the issue aside, almost contemptuously,
in his first two pages and enter upon his discussion on re-
organisation of educational proviston for the 1118 year olds.
That is fundamental, and important, the other is fringe stuff
and certainly in Scotland, neither an important problem
nor an issue.

This is not to say that there should not be close links
between schoo!l and college and there is no need for me to
argue why. Brunton did this so well in his 1963 Report.
And as both Brunton and Mr Birley point out, this liaison
is particularly important for a specific group of pupils—
those who have vocational needs and aspirations, those who
will be leaving for the world of work at 16, those for whom,
quite frankly, the type of dict provided in schools for the
vocational aims of the academic has no meaning or purpose,
and who would regard you as a muscum picee if you
attempted to persuade them of the benefits of a general
educition untainted by any consideration of their carcer
and occupational needs.

Mr Birley looks flectingly at the problem of young people
for whom the raising of the leaving age means a ycar trapped
in an uninteresting institution, the aims and objectives of
which have little meaning for them. He calls them “little
Robinsons', and it is for them that [ think we should try
to make cnough resources available in college to supplement
those of the school, It is with this group that the resources
of two stalfs who spring from different roots usually, and
from different backgrounds, who have different attitudes
and different mores, different understanding, can be shared.

We tried this some years ago in my County, vith con-
spicuous lack of success. The scheme for half-day release
from school to college failed for many of the organisational
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reasons isdvanced by Mr Birley, The colleges did not seem
able to advise the schools in wdvance of what facilities might
be availible from your (o year, (L nay say that they were
then in o situation of growth.) Too often courses were
planned and had to by abandoned because of unexpected
demand by LB, Courses for accommodation. These are no
longer problems indeed the reverse is the case.

The attitude of E.E, stafl was nog conducive (o sucgess. |
ant not convineed that their general attitudes were those
traditionally expected from the teacher of the 15 year old,
Their interest wis not child centred nor were they educated
or traingd to the pastoral requirements of their commitment.
For instance, when discipline was dilticult, pupils were
simply disntissed from the college and no-one advised,

Mr Birley has, of course, pointed out these vrganisational
problems but 1 am convinced now that they are not insur-
raountable and that the present time is favourable when
cotleges ure dependent upon such schemes to setain staff
who might otherwise become redundant. This might well be
the time to establish the highway which, when buitt, will
continue Lo be traversed. So much so, that we are trying
again this year with a progrumme of 1 day a week courses,
36 in number, cach extending over six weeks, to afford these
pupils the opportunity to sce what particular jobs witl entail.
For one college wlone, for this term alone, some 1,300
applications have been received for these courses and the
number of pupils concerned is 600,

In this narrow field there is obviously merit in sharing
resources in the way that 1 have described. But to become
carried away with the idea as 4 general one would, in my
view, be foolish, [ see little 1o be gained cxcept for the
organisition nusn who loves to organise without considera-
tion of ends. There could be much to lose. 1 think Mr Birley
agrees with me. He has given much thought to his paper;
he has provoked much thought in us far beyond the narrow
confines of his remit, [ don't blame him, for the remit itsell
hardly justified, in the Scottish context at least, a paper of
any tength. Indecd we thank him for the significant con-
tribution he has made to the continuing debate on the future
organisation of education for the 11-18 age group.

Response: D. P. M. Michael

I begin where Derek Birley ended with the image of a
Channel Tunnel started simultaneously in England and in
France, trusting to tuck that the two ends met in the middle.
A small family firm in West Wales, Jones Brothers of
Llarcggub, submitted the lowest tender ever for the con-
struction of the Tunnel, One brother proposed building
from England and the other from France, They were asked
the obvious question, what if they didn’t meet in the middlke ?
*What are you worried about?"” said the ¢lder brother, *1f
we miss one another, you'll get two Tunnels for the price
of one.”

It would be a travesty of Derek Birley's arguments to
suggesl that the Jones Brothers analogy holds good at all
points, but | hope to show that there is more virtue than
he will admit in o duplication, or even a multiplication of
routes through the stormy 16 to 18 scas.

| am aware at the outset of two constraints upen my
Response. First, I have read with profit Derck Birley's book
"“Planning and Education" and therefore find it difficult to
stage a quarrel with the author. Second, members of the
B.E.A.S. ure likely to deplore administrative untidiness and
favour simplification and unification in the management of
resources. And yet, as Dickens reminds us in a comment on
a deplorable headmaster, Wackford Squeers, "He had but
one eye, and the popular prejudice runs in favour of two.”
A pair of educational systems may be as viluable as a pair
of eyes, a pair of ears, or a pair of legs.

To begin at the beginning, some of us have long con-

T :d the views of the Principal of the Cambridgeshire
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College of Arts und Technology, Deryck Mumford, slanted
and simplistic. A more credible and more aceeptabke case
for the importance of Further Education for many pupils
aged 16 to 19 comes from o Working Party set up by the
Association of Technical 1nstitutions, the Association of
Princip.ls of Technicat Institutions and the Association of
Teachers in Technical Institutions. Here Deryck Mumford
was only one voice among the eleven members. The Working
Party's deliberations culminated in the advocacy, not of
Juajor Colleges or the like, bat of full partnership between
schools and colleges.

The F.E. Working Party makes its bid for a major porlion
of 16 to 19 pupils on a full-time basis on the alleged grounds
that:

(1) an alternative to school is desirable for many-—we
all grant this;

(2) the colleges have a “dircet™ approach to karning—

which seems to mean that FE, students are more

purposeful and their studies more purposive

colleges provide for u vocational motivation--which

in part repeals the previous argument;

(4) the role of the colleges allows wicer scope—which

seems a partial repetition of the two previous argu-

nents;

colleges allow scarce and expensive resources to be

used more extensively-—an argument for wider

sharing, not for depriving schools of resources:

(6) colleges are truly comprehensive—for some people, a
double-edged argument.
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Allsix arguments, which appeir on closer inspection to
add up to no more than four, are adduced in favour not of
decapitation of the schools nor of curtailment of the colleges
in the name of rational re-planning, but rather of fuiler
co-operation between schools and colleges.

Derek Birley is right to argue that there is nothing sacro-
sanct about history even—if I may so say wickedly to the
Principal of a Polylechnic——about recent history which has
given us the binary system of Polytechnics alongside Uni-
versitics. He is wrong to suggest that we can disregard the
past and the present when we consider the future. Of ¢course
we have to tinker with what he calls a “compromise
machine”. At this date, we may modify the design; we
simply cannot atford to re-design it. And we must atl work
together on modifications, which is why the Headmasters’
Association have long urged the formation of Liaison
Commiittecs linking schools and colleges.

The West Oxlordshire Centre for Advanced Education is
always quoted as an example of collaboration between one
college and some schools. The brochure issued by the Joint
Direciors makes interesting reading. First in all the pre-
liminary courscs, as in all schools, there is great emphasis
taid upon General Education. With the exception of Facilities
for practical work in Agriculture and presumably better
opportunities for engincering workshop practice there is
little even in West Oxfordshire that any large, purpose-built
Comprehensive Schoof could not already offer. Indeed,
languages are sadly limited to two, French and German.
Within the Consortium there is a restriction upon the
number of Arts-plus-Science combinations possible, {t is
not evident that the time-table could be made and remade
annually as is usual in schools to fit the individual needs
ol pupils.

Clearly, evun where you combine forees in perfect amity,
preserving the autonomy »of separite institutions, you still
cannot satisfy every need. A limitation then of resources to
the schools alene or to FF.E. Colleges may secem economically
attractive and may appear to make sense administratively
but, as you all know, the saving of cost is seldom matched
by the increase of benefit. I recall that Derek Birley has
himse!f clsewhere castigated an expensive accounting opera-
tion, intended to save money, which in fact, cost more than
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the amount of the money saved! That o school plice costs
Tess than an FLE place is not proven, as they say in these
parts, but ity casily arguable. We do not concede the
logistical argument,

The Pilkington report on class sizes in colleges of FLE,
revealed @ serious under-use of scaree resources, but it the
time it was partly explained s inescapable in the process of
expanston. J have ao ap-to-date facts and figures sinee FLE,
Colleges are coy about the numbers of places fitled and un-
filled: suceess and failure rates: the exact nature of their
liberat studies: the extent of their pastoral provision; the
hwge pereentuge of theie teaching staffs not trained for
teaching, their percentage of good Honours graduates,
and nuch else,

I accept that there must be wastelul overlapping in the
age-range under discussion, Wheee waste is ideatifiable,
steps ought 10 be taken 1o remedy it In future all new
school and college 16 1o (8 building should be planned for
integrated use. Existing acilities should be more widely
shared. Sixth formis may have to be pooled as the LL.EA,
suggests, Sixth formers may have to be grouped into Sixth
Form Colleges {not Junior Colleges under F.13, control).
Some F.¥. courses that could more appropriately be otfered
in schools shoutd be shed. Certainly schwools ought not to
h.ave to continue to labour under the disadvantage of not
being illowed to recruit craftsmen and craltswomen legally
entitled to instruet in F.E, Colleges.

The Institute of Carcers Officers the other week produced
a report “Linked Courses and School Leavers”, They threw
considerable doubt on the cfficacy of link arrangements
made (I quete) "lor the administrative convenience of
colleges und schools rather than the needs of pupils .. .7
"It is simply aot good enough,” they continue, *'to lay on
courses only where a Cotlege finds it has spare capacity.”

I spoak from experience of using pre-vocational linked
courses for my own boys and girls, although we have now
deopped them since we huve moved 1o vast new properly-
cquipped buildings where we can oursalves provide courses
for boys in building, in vchicle mainwnance and in electrical
work, while for girls there ure courses in commeree, includ-
ing typing. and in home management. We do not yearn
after Melion Mowbray pie, nor o we have the disciplinary
irritations mentioned by the Headmaster of King Edward Vil
School, Melton Mowbray.

In the schools we can ensure that any vocational educa-
tion is an extension of general education. We know that
vocational training alone, as distinct from vocational educa-
tion, runs counter to the whole concept of R.O.S.L.A. Not
only this but our pupils are entering an cra of greater job-
mobility when they will require not merely one speeialist
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trade but further triining and re-training for jobs not yet
devised, Does vocational Further Education Tully allow for
multi-voeational Further Education? Does Further Educa-
tion fully ailow for Leisure from Yocition?

Derck Birley is unhuppy about what he calls emotively
the " 7-year stretch”™ of secondary school education, [tis a
S-veur compulsory “streteh’™, if that is the word, followed
by two further optional yeiars, Crowther's panegyric on the
Sisth Form may need up-dating bul it must impress every-
one that increasing numbers of pupils are coming back
voluatirily to the 6th Forms. Admiteedly, the growih in
the aumber of pupils sceking eventual entrance to Higher
Education has been explosive in all Western European
vountries exeept Western Germany. Nor should we forget
that in the schools we iare catering for Higher Education,
not nwerely for Further Education,

We claim our clongated age-range as o virtue; we know
continuity to be valuable both for pupils and teachers, We
would not dispate that for some pupils, and not always the
weakest academically, @ change of scene at 16 plus may he
desirable. For most pupils enforeed discontinuity would be
disastrous, We have the immense advantage of knowing all
about the potential and aptitudes of our puptils at 16 plus.
The foundition of 6th form study is laid by mien and women
who see their students through to a challenging and accep-
tably high tevel. There is great difficulty in maintaining
academic standards where there are 11 1o 16 schools. And
a cut-off at 16 plus would necessitate at the tertiary stage
wasteful repetition of O™ tevel and C.S.E. level retrieval
cotlrses proper 1o the secondary stage.

Al a time when we are considenng ways and means,
whether by C.E.E.. N, and ¥, or by some other arrange-
ment, to broaden 6th Form and Further Education, it is
horrifying te itcar suggestions that would inevitakly lead to
4 narrowing of the educational front. Words and phrases
like relevance, college cducation, adult environment and
other progressive vogue-words conceal from the hearers,
and sometimes from the users, retrogressive notions.

[ hope that 1 have said enough to show that 1 am not
persuaded by Derek Birley (T use his own fanguage) to leap
into the dark. You may recall that the phrase, 4 leap into
the dark, was first coined by Hobbes to describe death!

We in the schools prefer to continue 10 develop our own
tried and tested Channel Tunnel. We shall improve and
enlarge it. We shall cut through where possible into the
adjcining newer, narrower Tunnel of Further Education in
order 1o obviate the unnecessary multiptication of rails and
to reduce the cost of track-maintenance,

I hope, Mr Chairman, that 1 may have made some small
contribution to the Further Education of Derck Birley.



Problems in Practice: A synopsis of
the eight discussion group reports

E. A. Ewan (Editon

As originaily planned, the two diseussion group sessions
were to be concerned respectively with Me MeGarrity's
paper on UStafl Resources in Secondary Schools' and
Mr Birley's on "School and Further Education: Joint
Use of Resoureey™.

In the evend, owing Lo over-running of both plenary
sessions preceding, discussion time was severely curtailed,
but members were able 10 give altention to certain major
issucs. In their consideration of Mr McGarrity's paper and
the responses of Mr Robertson and Mr White, the groups
concentrated on four main topics: the place of models and
norms, public administecation aspects, including decision-
making and accountability, the source and nature of
resources, and linally objectives and value judgements.
Somwe similarity of emphasis was apparent in the discussion
of Mr Birley's paper and those ol his respondents, Mr
Fairlic and Mr Michael, Aimis, objectives and needs were
again prominent, and in this context some account wias
taken of dilferences between Scotland and England affecting
the problent of school/further education duplication, The
same general concern iwbout questions of elfectiveness,
efficiency and accountability manifested itself, but there was
more emphasis in the second discussion session on steps
towards a solution and the practical probtems involved.

Staff Resources in Secondary Schools
Models and Norms

Generally, the Scottish attempt to establish a mathematical
model for secondary school staifing was wekomed. In an
cra of scarcity of resourwes often ¢exacerbated by severe
maldistribution, the medel offered « rational, comparatively
bias-free means of calculating stafl needs on a much fairer
basis than existed before. Morcover, the application would
facilitate close scrutiny of the implications of various forms
of school orgwnisation and course options, 50 providing a
factual base for planning. Tts objectivity and apparent
practicabilily, in Scotland at feast, were felt to be much
superior to the largely disappointing English system of
quotas, the Taiter falling short of desirable standards of
objeclivity and sensitivily.

Some members expressed suspicion as to the true ainy of
the survey underlying the model. Was it to improve educa-
tion, asked one member, or simply base econamic efficiency ?
On the other hand, to those who feel the introduction of
any framework of objective assessment of needs into the
deficate realm of educational human interaction is an erosion
of the calling of the professional, the answer must be that
where resources are scarce and subject to inlense competition
from a varicty of interests, the attempt to ¢stablish some
effective means of collecting information about the implica-
tions of different allocations of these, or even some of these,
resOUrces is & necessary prerequisite to intelligent discussion,
In the absence of such hard information, not only eflicicney
is likely to be sacrificed, but the very educational values so
prized by the critics may recede beyond the horizons of
possible achievement through withdrawal of the resources
required to realise them,

In itself the model, as Mr McGarrity himsclf pointed out,

@ merely a set of logical steps which produce a teacher

E lc‘luircnlcnt according to the values assumed for the input

viriables' {p. 7). That is to say, it is strictly an informational,
not i prescriptive, w0ol, His neat comment, that "1t is there-
fore entirely neutral and does not itself incorporate values,™
raiscd some doubis: not all members were prepared to con-
cede the neutrality of the model Feeling that local education
authorities might well be tempied 1o use it prescriptively.
The group in which this point was raised did not have time
o pursue its enguiry swhether any model could be value-free.

‘Two other criticismis of the model ermierged: first that it
was too sophisticated, and sccond that it was not sophisti-
cated cnough. In one group there was a general view that
the sophistication of the method was not appropriate or
justified at national or local governnient level, where its
nicety of assessment was negatived by fess controllable
factors related to supply, change of cducational policy and,
locally, of specific environmental circumstances, There was
a preference for cruder assessments of resource allocations
on a total roll basis, ong for teaching stafl, one for non-
teaching staft and other resources, and a third allocation
based on specific need to be allocated on teaching stafl,
non-teaching statl, or other resources at the head's discretion.
It was suggested that at national end local authority lovel
atl that was necessary was 1o check on departures from a
broud tendency.

[t was thought that the method would be helpful to heads
of schools and of departments or courses in assessing the
demand for staff and deployment of staff, but it was stressed
that over-sophistication could be counter-productive by
causing resentment if the “customers” did not understand
what was happening. The danger mentioned by Mr McGarrity,
of confusing the illustrations with recommendations, was
very great, and the approval expressed was of the method,
not the formula.

Those who felt that the model was not sophisticated
enough based their argument mainly on the point raised by
Mr White that it took iansulticient account of the constraints
of accommodation. Mr Brodie conceded this and expressed
the hepe that the model might be extended to include this
factor, but felt that accommodation was not a major con-
straint in Scotland. While those heads unfortunate cnough
10 have to cope with “economy''-sized classrooms unable to
accommodite more than twenty-cight to thirty pupils might
not share Mr Brodic's optimism, no doubt their problem
coutd be met by a flexible application of the model.

This depends entirely on the use made of any norms
derived from it. From the schools' point of view the actual
norms ¢stablished are more significant than the model by
which they are derived, and a great deal of discussion was
given to norms in general and t'e suggested norms of the
Scottish documents in particular. Several features of norms
commanded wide approval,

First of all, the fact that they were stated publicly along
with factual data about actual stufling provision throughout
the country offered a sound bausis of comparison and an
incentive to reduce the disparitics among the various educa-
tion authoritics. Fusther, their publication was of interest
not only to the teacher and the administrator, but also to
the public, who could thereby gain a clearer understanding
of just what they were or were not getting for their money.
[t was suggested that this might help case the problem of
maldistribution: an authority whose schools appeared grossly



over-stilTeid might Hind ils ratepayers guestioning the expendi-
tire, or even face reduction of rute support grant--perhaps
a fittke fess immiediate than the pressures for improvement
likely to arise inan arca publicly shown 10 be seriously
underprivileged in stafling.

Forward planning of sttt needs depends o2 some agreed
standard of stuling provision, Ireespectivg of how these
norns are derived, or how appropriate they are in aweme-
selves, they must be assemed in estimating future demands,
and only when publivly expressed can they be scrutinised by
all concerned. It is hard to see how anyone in education
interested in 1 professional approach to the managenient of
resources, and teast of all those who have to acoept the
resources actually allocated, can be satistied with an un-
cxpressed standard known only to the central controlling
body and kept seeret from the costomers.

Groups considered a number of other aspects of the
nornvtive approach in general with less approval, Some
expressed anvicly about its inevitable undervaluing of
management expertisg at institutional fevel, Not only can
it blur individual experience, and reduce the institutional
manager's freedom, bul it can also cover up quite sericus
mismanagement on his part. More fundantental stifl is the
assumplion in the normative approach of eaplicit criteria
for efticient use of sttf, A corollary of the notorious elusive-
ness of pregise measures of effectiveness in educational
practice is a corresponding imprecision in measures of
cthiciency in utilisation of resources,

The ever-present danger that by their very nature nornis
may beconte restrictive, & statement of the actual rather
than a policy for the desirable, and so restrict development,
wds also voiced.

Norms for naximum class stze were attacked on the
grounds that these can be used to conceal real stafl shortages,
eapeciilly in relation to the specialist subject groups in the
upper school. Perhaps here the objection is not so much to
the principle of porms for maximum class size as to the
actual figures snggested. None of the groups reported fol-
lowing up the more fundamental poirt hinted at in Mr
White's response that concentration of thinking in terms of
maximum class sizes may blind the mind to other ways of
deploying staff: Have we.' he asked, “evidence . . . that
the outcome of {say) 3 periods of teacher contuct with
group of 20 would be less beneticiul than a furger number
of periods spent in much bigger groups?”

On the detaids of the norms actually suggested there was
substantial further discussion. Some members expressed
vonsiderable unease that the norms were based rather on
use and wont than a radical reappraisal of needs. Many felt
that they were not flexible enough to deal with staff shortages
as between wabjects, nor could they allow for informed
teacher opinion: ia short, the emphasis was inevitably
guantitalive in a situation which demanded provision for
qualitative assessment. Mr Robertson’s demonstration ol
the discrepancy between the Scottish Education Department’s
planning view and the stark realities of the situation as seen
and felt by the schools in arcas Tike s own stirred much
sympathy. One greup sumniarised the situation in terms of
a need for the consensus of professional people, not merely
the rigid application of a slide-rule,

Public Admiiniseration Aspects

Three main themes emerged in this aspect of the discus-
sions, mamely decision-making, accountability, and local
autonomy versus central control. Concern was expressed
aboul the manner in which decisions were made for educa-
tional development, the relationships and co-ordination
wmong the various bodics involved, e.g. central government,
local authorities and institutions, and finally about the
quality of the decision-makers. As an example of the last,
one group alleged that following an Delany’s work from
@ U principles it was found that educalionists were unable

E lcdraw the neecessary parameters.
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One point clearly ostablishied was the thrust towards
centrat control stimulated by the preregquisite for sound
decision-niaking of increasiogly detailed and comprehensive
information avaitable only through the application of
advanced technology which only o farge and well-funded
arganisation could hope to provide, Consequently, decisions
are foreed further and further away from the point of
implementation, with ail the risks for practicality which
remolencess invelves: and there is also greatly increased scale
of ereor should & wrong doision be made. Moreover it
seems i basic contradiction of the ethos of a truly educa-
tiona! service that responsibility, and therefore accountability,
for decision-making should be removed from the institution
and the seene of action,

Information technology is not the only Factor excriing
pressure towards increasing centradisation of decision-making.
Regionalisation has its cffect as weil, probably not a sint-
plistic pull towards the centre, but o selective one, Sheer
size will inevitably force the delegation of some decisions W
the divisional or institutional level, for exampls, the appoint-
ment of stafl, already largely delegated in many ares.
Clearly, however, central government must concern itself
with the tecining and supply of teachers: to allow stafling
to run into & situation of oversupply would be intolerable
both {rom a cost point of view and in teons of the diversion
of scarce manpower from other ficlds—to say nothing of the
human aspects for the trained but redundant unfortunites.

Over against the arguients for professional judgment and
auwtonomy, several groups raised the question of accounts-
bility. There is it generad trend in curecent British society 1o
expect more accountability to the public in general as well
as 1o management. In a corporate management situation
cducation will have 10 compete directly with other services,
some of which may serve apparently quite simifar ends,
for financial support. To do this effectively means not only
being able to give an accounm of aims, objectives and the
extent to which they have been achieved, but also to do so
in terms the others concerned can understand, for cxample,
treasurers, councillors, and the general public, It was sug-
gested in one group that local authorities had in the past
heen over tolerant, that they had not sufficiently questioned
the schools® use of resources. While this was admitted the
proper question about criteria was raised. One member then
raised the problem of virentent as a major factor in limiting
the effective management freedom of the schools, This inler-
action of virement and accountability was raiscd again in
the second discussion group session, and accountability
itself was cansidered it greater lenglh in the plenary session
following Professor Fowler's paper,

Resvurces

Although the title of the conference was Management of
Resotirces, most of the discusston on resources in the group
sessions tended to focus on the stall aspects, One group
offered the explanation that the kabour intensive aystem that
cducation still was had caused people to think too limitedly
about teaching and not about total learning situations. Even
0, it wis argued, the emphasis on staff was itself deficient
in that too often no clear statement was made about the
kind of stafT required. Conseguently there was not only the
prehlem of the school upparently well staffed overall but
with serious shortage in sonte departments, but also an
inadequate analysis of the need for types of staff other than
teachers. Pupil-teacher ratio was therefore felt by sonmie to bea
quite unsatisfactory measure of the stalting needs of a school,

The new structures of promoted posts emerging both north
and south of the border suggest comparison with the Salmon
reorganisation of the nursing profession, but nothing like
that fundamental study of needs and roles has us yet been
attempted in education, Too many still scemed 10 think of &
solution in terms of more teaching staff instead of considera-
tion of all available or potential resources in relation to the
needs of the children. Open plan type buildings are an



altempt to encourage and capitiling on a chunged role for
the teacher, Some s hools live gone so far as to introduce
parents into the cliss sitwation s fielpers 1 number of
sprcilie roles, Tn some cases the teacher would rather have
had additional elerical or auxiliary help, or even special
items of equipnient such as tapesrecorders, television sets
or C.C. TV, but the system ofTered him simply another
teacher or nothing.

On ways to combat the acknowiedged evil of maldistribu-
tion of what seemed satisfactory statting at national or even
authority tevel, no casy solution emerged. It wis generally
agreed that an unlimited free market was incompatible with
cfliciency, Direction of labour, the obvious answer, was
raised only 10 be dismissed as pohitically impossible in the
present climate, Yer fimited forms of direetion have been
practised for many years, For example the young teacher
might be offered a post in a tess desirable part of the authority
arca than that in which he wanted to work on the under-
stunding that within a certain period he would be transferred
to the part of his choice. Another inducement mentioned
wits help with housing, Experience with other devices such
as additional salary payments and travelling expenses for
teachers in designated schools has not proved gummn)
successful,

Much disruplion is caused by the inevitable time lag
between one teacher’s leaving his post and his suceessor’s
appointment and taking up duty, One group discussed this
at some length arguing that one could scarcely talk about
cificiency in the organisation and allocation of staff resources
far 1oss achieve it, so tong as the transfer of promoted
teachers was permitted on a nationwide basis at any time
throughout the s ssion. This ¢reated tremendous problems
for the headmaster, yet the views of the profession demanded
that plum posts in particular should be filled as soon as
possible. Morcover, it was a practical necessity that inter-
views, since they were so time consuming, should be spread
fairly eventy throughout the year. One way out of the difh-
culty would be a system of supply teachers: but in the
balanced system of supply and demand which it was hoped
to create, was there a place for supply teachers? Perhaps,
the group concluded, the answer lay in making the “float”
buoyant enough to allow for transfers. Probably the admini-
strator would see a system of transfer only at the beginning
of each term, particularly where a four term ycar is in
operation, as not unreasonable,

Rather surprisingly the reports showed no evidence that
groups had directly concerned themselves with the actual
deployment of staff resources within the school as opposed
merely to the obtaining of them, Perhips preoccupation
with felt shortage can cxplain this, but on the other hand it
is when o particular resource is in short supply that how
it is used becomes of greatest importance. This whole
question is closely linked with that of types of stafl and
auxiliary, clerical and technical help, There is also the old
problent that our present view of promotion and manage-
ment tends to perpetuate a systemy in which the best teachers
arc removed from the teaching situation, Only rarely have
authoritigs risked an alternative, but it has been done. At
feast one farge state school in England is headed by a
manager from the industrial field,

One group, however, did report a suggested sotution to
the incllicient statfing which impinges on the individual
school, This was the idea that decisions at authority level
should regulate the provision of courses in particular institu-
- lions throughout its arca to avoid wasteful dissipation of
resources, Tn practical terms this might mean allowing only
--one of three schools to teach Russian, or, to trespass into

‘the territory of the secand discussion group session, allocat-
mg certain courses previously offered in both a school and
1ts local tcchmcal comgc to onc or olhcr

: "C- "‘h ves um! Value Im(s"m’ﬂfs

ment. Criticism was expressed of Mr MeGarrity's paper for
its faiture to present its model and norns within the frame-
work of an explicit philosophy of education; and some
seented to feel that the mathematical approach to resoures
manigement embodied its own arid philosophy of pre-
occupation with means and eflicicney at the expense of ends
and educational etfectiveness. As others pointed out, this is
A quite unlir eriticism s the model explicitly provides for
input variables expressing a whote range of phitosophies,
values and prioritics, its function being not to preseribe uny
one set of these, but to enable the manager to learn quickly
and clearly the implications tor resourees of whatever values
he wishes to feed in, Careful thinking through and continual
appriisal of one's educational philosophy is a necessary
concomitant to sound management, but it is sad when it is
used as an argunient to discredit the attempt to develop
techniques of investigation and control of the nean;
necessary 10 achieve it

But not all groups were unanimous on the need or even
desirability of having one's educational philosophy spelt out
in operational objectives. Opinions in one group varied from
“most teachers have implicit objectives but it is very difticult
to write them down. In fact to do so is a waste of time” to
"if you do not have explicit objectives how can you explain
to others about what you are trying to do, and how will you
know when you have achieved your implicit objectives?”
Although this particular group reached no agreement on
the need for objectives, it was conceded that some planning
wits better than no planning,

While the effects of rapid change on the setting of objec-
tives and the paradox of planning for the unpredictable
were recognised, there was, however, fairly general acoeptance
of the need to consider some kind of objectives as a basis
for rational resource planning. Sometimes failure to spell
them out clearly can result in the organisation spending
much tine and encrgy in the pursuit of what are quite
fundamentally conflicting objectives, A good illustration was
given by one group: teachers should recognise that some of
their denmwnds are incompatible; for example, no special
financial incentives for some areas, no direction of labour,
full stafly in city-centre schools.

Before the model can produce any results, the input
viriables must be decided. It is here that value judgments
are crucial, Staffing demands depend largely on the type of
curricutum followed. One particular kind of pattern was
used to illustrate the operation of the model, but others
could equally well be employed. The problem lies in pro-
viding not so much for diff¢érent specific defined values in
the sense of curricular patterns, as in ensuring that curricutum
development itsell is not stultified, It was suggested in one

~ group that deliberate overstaffing ought to be encouraged to

allow for training and curriculum development. In practical
terns, this would mean a targer allowanee for the “'float™
clement in the model. Whether or not pupils should be given
i choice and the nature of the choiee, if any, arc other value
judgments. It must also be recognised that where choice is
available, pupils will not always choose on rational grounds.
For example a major factor in subject choice can be whether
or not the pupif likes the particutar teacher concerned, or
what his or her friend has chosen.

Broadly then there seemed to be a substantial degree of
support among members for the kind of approach to staff
resources exemplified in the Scottish model with the impor-
tant proviso that the input variables be decided firmly on
grounds of sound educational values and practice, and not
of narrow “‘clficiency’ or administrative conveénlence. What
is needed is for the educationtst to learn the lahguage of the:
administrative cMciency expert \shltc mainmg his own’
professional values,

Schoof and Further l,ducauon Jolnt use of Resources
General Considerations

As the responses by Mr |
Mr Birley's paper. stlrrud strong rcacu

4a|rllc and Mr Mlchwl shov.cd
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of the soluticn he advocated. His indicument of the current
situation of wasteful competition and duplication of resources
found mwuch more support, But some dentureed: if one of
the aims of educational organisation is to provide appro-
priate fare in an appropriate setting for the individuad and
his needs, then it is wrong to argue that the consequent
deployment of resourees is wasteful. Only when the ains
have been established is it meaningful to talk in terms of
etliciency or wastefubness, Tt was generally agreed howeser
that there was a basic contlict between choice of institution
for the pugpils and ostensible efliciency in use of resources,

Two factors were vbserved 1o have operiated 10 bring
schools and colleges increasingly into what had been tradi-
tionally eiach other's tereitory, first the developing practive
of presenting students in the technical colleges for the day
school certiticates, and second the impact of the raising of
the school teaving age on the schools, in effect transferring
the old pre-apprenticeship course students fron college to
school, This blurring of formerly sharp distinetions wis
further complicated by & coming together in cther respects,
particularly culture, No tonger, it was argued, was il tiue to
sy that colleges had a more open ¢climate than schools; in
fact same schools, especially sixth form institutions, were
niore open than some colleges. Consequently there was 4
less sharp dichotomy between the types of young people
attracted to the two institutions. Problems of discontinuity
and loss of interest were also discussed and it was argued
by somie that we simply did not have enough evidence on
the effect of change of institution on shich to Torm a
rational judgment.

Differerces between Scotland and England affecting the
problem were cited. Because of historical, sociological and
demographie differences the degree of competition between
school and further education was less in Scotland, and con-
sequently the solutions required might also be different.
North of the border most secondary schools were com-
prehensive both in enrolment and in the range of courses
provided, and it did not make scnse for the colleges to
duplicate these services, In Fngland, on the other hand,
because of the greater prevalence of the grammar school,
the colleges might have 4 different function to perform and
a largér proportion of the age group to serve. Others again
argued that in terms of specialisation, both of institution
and of subjeet matter, Scotland and England scemed to be
ntoving in opposite directions. To a considerable degree
true of the subject, this is probably much less so of the
institution; Scotland for example has yet to develop the
sivth form college.

Pre-requisites to a Solntion

The sharp differences of view taken by Mr Birley and his
respondents served o focus attention on the need for o clear
definition of the objectives of both schools and further
cducation colleges in respect of their provision for young
people of the 16-19 year age group. Agreenicnt that aims
and objectives must be defined leaves however the vital
question of whose responsibility this is to be. More questions
than answers were faised on this issue: should it be the
headtéacher and the principal ? or what part should the
local authority play? and, in view of the undoubted fact
that what was piost needed was careful overall planning to
provide both an educational pattern and management of
resourees in schools and further ¢ducation to énsure cconomy
and efﬁcnency, wits therc any re1| .ﬂtemau\c o corpomte
consndcmuon"

“ Further, before goals and ob_;ccmcs could me1nmgfull>
be de\cloped ‘the needs of the young pcop!e concerned had -
“ 1o be taken into account as (hese must arbitrate the final.
“solution. The urgent necd here was for rcsearuh to provide.

i

-~ the information ‘on which ration
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and administrative questions of the distinelion between
school and further education had operited to the detriment
of the young people's interests,

Real progress in rationalising provision between school
and further education depended on the elimination of the
existing barriess of the distinction between school and further
cducation. New attitudes were required on both sides.
Schools' resentment of the colleges’ encroachument on their
territory in acadenue subject fields was only fired by what
they saw as the colleges® envious search for status, Most
people did not scem to be conscious of wiaste of resources
and were little interested in furthering the cause of efficiency.
For these attitudes, some members argued, there required to
be substituted the recoguition that the different attitudes of
cach type of institution reflected genuine dilferences of need,
and that it might not only be wastetul from an economic
oflicieney point of view, but alse mistaken educiational policy
for further education to try (o offer 100 many academic
courses and in so doing to fail to provide adequately for
those whose needs it could best meetl now, Another con-
sequence of the present faisse: fafre development was the
absence of any stinlus to preparedness for the radica!
constructive change required.

Others took the view thit o less drastic alteration was
demanded. They questioned the meaning of the distinetion
so frequently assumed between vocational and general
education and felt thut even to the extent they could validly
be distinguished, they were not so incompatible as Mr
Birley's respondents had implied.

Practical Problenis

A number of practical problems in achieving any improve-
ment on the present siteation were considered. Among these
the physical problems of separate buildings loomed large.,
Dispersed buildings produce great enough administrative
complexity in a singte institution as those headteachers or
principals with one or more annexes well know: but when
this factor is compounded by separate managements in
autonomous units, the sitition is even more intractable,
Time-tables control the use of buildings and any co-operative
ventures between school and college demand synchronisation
of both staff and accommodation. time-tables at least at the
points of contact. This, many felt, was a real obstacle,

An additional difficulty pointéd out was the human factor;
joint use was an additional conmitment forced on both
school and college staff, thus producing divided loyalties, a
first and a secondary responsibility. Pupils too, it was alleged,
with their continued loyalty to school even while in college
on link courses, tended to exacerbate this fecling, Within
the collpge itseif the low status of link courses promoted
invidious distinctions among the stafl. Two way sharing and
transfer of stafl between the two types of institutions was
fraught with problems arising out of differences in gualifica-
tions and salary scales. Miny of the further education stafl
licked teacher triaining. Teacher politics as well as party
politics thercfore had a large part to play in either facilitating
or frustrating any changes, and consequently vested interests
created powerful lobbies 1o be overcome.

Legal aspects were raised also. How, for example, one
group asked, did the notion of “in loco parentis’ apply in
the further education cotleges ? What was the position of
pupils not yet having reached school leaving age altcndmg
the college for link courses ? Closely related to this aspect is -

-that of pastoral care. A number of groups gave considerd-

tion to this issuc. Some ‘urged the alleged lack of it in further
cducation as a major factor in fayour of kccpmg academic
subjects in schoot so that pupils would reecive full auenuon

“to alf aspeets of their development. Others took the posilion &
“that for pupils of the age group under consideration the -
'school system*’of pastoral care was oppressive and a very

5 4 |emauve provlsio in college
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Stepy towurds o Solution

A comprehensive review of (he exivting situation to identity
arcins of overlap wits suggested s the first slep towards a
solution. Embracing stalt, accommodation, cquipnient and
eourses this would provide much needed cvidence of the
precise nalure and eslent of the problem. Dilferences in
statling rtios, quaditications, salary saales and conditions ol
service had kept the two sectors apart in any reviews of
statling needs, A joint schools and further education statling
survey, i terms of the young people to be served, was
priority in the eyes of one group.

Mr Fairlie's solution, a rejection of the whole idea of joint
use of resourees on the ground that both types of institution
could and should be so organised as to muke eflicient use of
their own sepanate resourees, found little support in the
discussion groups. Most, considering the problem as it
appedred south of the border, recognised joint use as an aim
both necessary economically and desirable educationally,
Surprisingly little consideration seems to have been given
to the Scottish distinetion alluded to by Mr Fairlic between
provision of resources and provision of alternative routes
for people. None of the reports mude refercnce to the practice
adopted in Scotland where the student is not nornally
admitted to 4 further education colfege to undertake a
course provided in day school unless he is over 18 years,
This climinates the duplication of provision for the same
group of young peor'e, and leaves only the question of
what different contribution cach institution can make to
their education and how best equipnent and other resourees
can be shared to achiese this end.

Members did, however, discuss 4 number of possible wiys
of reducing the inefficiency of the present sitvation, Those
who concentraled on a subject or course based approach
wanted first of all a great deal more research into tine-
tabling and the cost of olfering specific subjects and varying
combinations of subjects in both schools and colleges. At
this peint discussion tended to tefer back to points made in
the previous session on Mr McGarrity's paper, it being
argucd that centralisation or limited allocation of certain
subjects and’or combinations of subjects should be clfected
ameng a given group of instilutions within reasonable cont
muting distance. Such costs involve accommodation and
equipment as welb as staff, and there is also the educational
cost of inflexibility and restriction of opportunity for the
individual in a completely autonomous institution approach.

Among those who favoured a broadly parallel provision
in school and college there was propounded the suggestion
that overlapping and duplication should be permitted in
popular subjects of miss appeal, but that minority subjects,
particulurly those demanding specialised stafT, equipment
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and accommodation should be allocated to ¢ither school or
college in a given area, Just how this could be done raised
interesting administrative questions as 10 who would decide
the allocation of courses and the ussociated Fesources and
where appropriate advice to pupils regarding their choice
could be provided free of the pressures of the competing
institutions. Joint academic Bourds for each arca college
and its assockated schools seemed to one group 1o olfer a
possible sohution, Such an arrangement might facilitate
decisions between e compeling cluims of school and college
for the right to run any particular course, but increased
tivalry (o reeruit young people to the various courses might
well rosult. No suggestions were reported on how the joint
acidemic boards might deal with this.

Two other solutions were proposed, cach taking an
opposite view of sharing resources between school and
college, One, related to Mr Fairlic's drgument, was that any
attempt to have school share with further éducation be
abandoned, and attention be directed simply to improving
the efliciency of the schoo! system by ¢*r ralising and
rationalising the sixth form among the sciools cither by
timiting certain minority subjects to particular schools or by
creating specinlist sixth form colleges to provide for all sixth
formers, {In Scotland these would have to include fifth
formcrs as well unfess the examination system were changed.)
The latter, i independent, satisfied neither schools nor
colleges, being seen as a thireat to both and if, as in the
Exeter authority, sited in the further education colleges,
seemed to the schools nothing short of a total tragedy.
Much more radical integration of school and college was
envisaged by other members, Not content with ensuring
seme joint use of resources, they argued for siting schootl
and cotlege together on the same campus. Limitation of
time prevented the elaboration of this argument and it was
not made clear whether there would be one school or several
associated with each college. If the latter, soncthing like an
American multi-institutional campus would be required with
all its attendant problems of size and conscquent dangers of
isolution from the communily.

In the nalure of the conference, discussion groups could
not be expected to arrive at considered conclusions, Posing
important questions for further consideration, putting points
of immediate reaction to issues raised either by the main
speakers or fellow members of the discussion groups, and
stimulating and even provoking one another to cominued
critical appraisal were the order of the day. In concentrating
on practical aspects of the central problein of the balance
between autonomous institutional and education authority
planning and finance on the one hand and the corporate
approach on the other, pechaps the discussions provided an
appropriate exercise on the threshold of regionalisation.

e T
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Resources for Education and

their Management

G, T. Fowler

1. 11 T were to attempt in this paper (o consider cvery
problem in resource planning and control in British educa-
tion, it would require a volume to itself. T shali thercfore
beg many questions, and leave others unanswered. Many of
them can be answered only by the exercise of-—~in a broad
sense of the word --political choice. Iniplicit in much of
what follows is that endemic problem of educational admini-
stration, the reconciliation of not obwously compatible aims.
Efticient resource management is an aim to which many
would now assent, Yet we seek to achieve it within a system
said to be governed on the principle of “partnership™
between central and local agencics and the orgianised teach-
ing profession, and any action seen as disturbing the balance
in that partnership occasions dissent if no more: it is not
obvious that tripartite corporate partnership is the easiest
way to achieve the most cilicient use of resotrrees, unless all
the partners are assunted always to agree. Other widely
deeepted concepts could be held to strike at the root of
local and institutional autonomy--for example. equality of
educational opportunity, defined cither as equality of resource
input to the education of all children (at least up to a speei-
fied age). or as cquality of output mcasured by the average
achievement of social and ethnic groups, with incquality of
input--the concept of “positive discrimination”, Advocacy
of wider participation in the government of education
equally narrows the freedom accorded at least to logcal
authorities, as well as posing new problems in resource
nunagement. Parents should be added to the list of
“partners”, we are told--whether formatly in the manage-
ment of schools, or less formatly through the signature of
petitions. Alternatively, the local “community™, however
defined. must be allowed to participate in school manage-
ment. “Management” without sonie control of resources,
or contro! of some resources, is vacuous. Such aims, if
realised in policy, would thus add to the difticulty of secur-
ing the most eflicient use of resources. At the same time,
their statement poscs starkly the problem of who is 1o
judge what is cflicient, and by what criteria.

2. At national fevel, there is now a well-developed systeny
for planning and controt of public expenditure, Annual
Public Expenditure Surveys project for § years the totiad and
the distribution of public spending, including that by local
authoritics, In theory, the system might result in an alloca-
tion of resources to the education service designed to enable
it to achieve nutionally agreed objectives. In practice, there
seems no doubt that the system remains input oriented, with
astrong clement of bargaining between departments for
their “fair share.! Some Sccretarics of State for Education
will still sce it as their task to “ch1n1pi0n“ the cdumlion
- service, securing for- it the maximum possible resource

allocation, while others will take the view that colicctive -

Cabinet rcsponssbxluy for overall economic management
st take printacy.?

3. The PAR. = Programme Analysis and Revicw-—-system
ought to build into the control of public expenditure an
~autput orientition, since it is concerned with reviewing pro-
gramme objectives and cstablishing the most cost-cffcctive

: fmc‘lm of achieving them. Yet, whatever its other strcngzhs :

weakiesses, there is no evidence to suggest that in

: l: lC sation at least it has yet resulted in a fundamental
- EEEERvination of social and political objectives, and of

whether they are most readily achieved within education
programinics or by investnient in a wider, if co-ordinated,
set of social programmes.? Departmental barriers remain
strong. Thus, if the objective, or one objective, of the new
nursery progranmung is to reduce the educational effects of
“disadvantage™, it makes sense to ask whether that objective
might not be better achieved over a defined time-span (which
may be long) by investment of the same resources in hous-
ing, social welfare and health programmes. (Perhaps
employment and pay policies come into the picture too).
That is, might it be that not only can the education service
not solve social problems originating outside ed 'cution --a
proposition now commonly aceepted —but problems seen s
educational can best be solved by action and expenditure
outside the education system? There is no answer to this
question, but there is no evidence that it has been considered
inside government, in the context of resouree aliocation.
Nor does Scotland scem ahead of England here, despite the
advantage that the organisation of St Andrew's House
under a single Sceretary of State ought to confer, The input
bias of the Fublic Expenditure Survey and of the prepara-
tion of data {or it scems to be (oo powerful,

4. The Public Expenditure Survey can itself be interpreted
a8 importing into the forwaed planning of expenditure
greater precision and rationality than is the case. Examine
the table on next page, which records the rate of growth
projected for tocal authority expenditure on education
in two successive public expenditure White Papersd—
remenmbering that no great weight should be pliced on the
tigures for the kst 2 years in each projection, which merely
show the cffect of continuing accepted policics.

There is & considerable varjation in the rates of growth
shown in the two White Papers, especially on capital expendi-
ture. Two possible explanations would be that the govern.
ment had decided in the course of the year to devole a higher
proportion of public expenditure to education, or that it
wished to devote a higher proportion of national resources
to public expenditure as a whole, with education gelting its
fair share. In fact, the principal change was that its pro-
jections of nationil economic growth showed the cconomy
growing faster than had been anticipated the year before, so
that leaving the other two variables almost unchanged, it
could still plan to allocate more resources to education. Yet
apart from the proposals for nursery education and for in-
service education of teachers,S neither of which could affect
spending significantly in at least the first 2 years, where
there is the greatest rise in current expenditure, no new
policies were announced. For the fater years, these changss
should in any event be offset at least in part by the effect of
the continued decline in the birth-rate between 1971 and -

: I97’ (the birth-rate is one factor determining the need for

“roofs over heads™ 'school building), and the lower rate of
growth projected for higher education. In short, the varias
tion in projected resource allocation to ediscation appears
to have little to do with education objectives or policies, or.
cven with policies for controlling the proportion of G.N.P.
taken by public expenditure as a whole; and much niore to

- do with the expected rise in G.N.P.<-a factor dubjousty -

within the control of any government, and certainly coni-
pletely outside the remit of the education *'sub-government™.6




TABLE

Projected growth rates 100 bovat authority evpenditure on educativg and
bbraries 19323 40 1926 %, Citnnd. 9339 (Nosember 1971) and
Covnd. 3178 (Dgcrmber 19121 at vonstant prices

Projecred ®, growib of education and
fibrary expenditnre By foval authoriies

Y s -
L Current Sypendsure i) Capital vrpenditure
Cimnd 829 Caend 8173 Caspld. 4820 Condd, 178
o} L 4 4 47
219734 39 by | 64 K8
LARL AR R B ] 1 3
4. 19758 41 46 44 [5}
S 19267 NA 14 NA 12
&, Oaerall growth,
years |- 4 .- 6 & 5y {94 44
). Compound annud)
tate of growth,
years -4 . LI -4 $35 R
_ 8 Overall yrowth,
years -3 . NiA 183 NIA 11
9. Cumipound annual
rale of growth,
yedrs 2-5 | . N-A . 43 NIA 1w

NOTES

(i) Line 1 (497233 For Cimnd. 4329 the basc figure used for caloulating growth
is the expectled expenditure vuttuen for 19713, while for Cmnd. $IT8 It is
the actual outturn for thaw year, .

Gy Lane 2 (1973.4): the "moratorium” on public building announced in
Outober 1973 must affect the achievemient of the ¢apital expenditure Larget
for thiy year, and may afect subsequent years 100,

(1) Line 5 (1376;7): there are no projections in Cnind. 4829 for this year

{iv) Line 6: the base figure is again that for expenditure in t931:2,

(v} Line B: the base figure is that for expenditure in 1972/).

(11 Lines 8 and 9: the annual varialion in felling projections of education
eipenditure for the next 4 years (not the same Ajcars) is revealed il these
perventages, based on Cmad. $178, are compared with those based an
Cmnd, 4329 on Lines 6 and 7.

5. This is of course a phenomenon which is familiar to alf
when cuts are imposed on education expenditure in con-
sequence of national economic difficultics, as {in 1968-9, To
serve to remind us that the Public Expenditure Survey
figures are & doubtful planning base came the moratorium
on new building projects imposed in October this year, in
the middle of the first financial year after the public expendi-
ture and education White Papers of December 1972, Uni-
versity building is normally financed from capital, but local
education authority building is mostly financed from revenue,
through loans. Hence a moratoriuni on new building ought
in theory to reduce current expenditure {n subsequent years,
at least untit the building programme catches up with itself,
if ever it does, The moratorium was however imposed
because of alleged over-heating™ in the construction
industry, not because of general economic difficulties. If the
government's estimate of likely economic growth, and its
policies for the proportion of G.N.P, to be taken by public
- .expenditure and the share of that expenditure allotted to

-education, were the same in this year's Public Expenditure
Survey as in the last, the moratorium on new building ought
1o result in the reledse of extra resources for other educa-

<tional purposes, in thé next financial year at feast, (I hasten -

to add that this is & statement of theory, not a prediction,)
Yet this change wotlld flow not from a reconsideration of

- education pelicy, but from the problems of the construction
- ~industry. Resource switches of this kind are doubtless”

- inevitable, but they make a poor planning base. -

- 6. Resource questions can thus distort educational

most hardly on further education, This was not the result

of considered educational judgment, but of the near Im-
possibility of securing o significant short-term reduction in
expenditure, of even growth of expenditure, on the com.
pulsory age-groups, Dame Kathleen Ollerenshaw has
safculated? that in 1968 only |9 of expenditure on these
age-geoups was Jevoted to improvements other thuan reduc-
tion in the teacher-pupil ratio Gibout 432), The rest went to
pupils in or wbout to eater school, and preparation for an
increased school population and for the changing distribuo-
tion of popuiation. Demographic factors-- essentially, the
birth-rate and population movement - have ol course been
crucial determinants of the distribution of education expendi-
ture, (The present estimiate is that the peak populition of
primary and secondary schools will be reached in 1976, with
a dectine thercafter to the mid-1980s). The range of realistic
political choice wits thus sharply nar-owed. Choice of course
remained, as is demonstrated by expenditure on reduction

in the teacher-pupil ratio in 1969,

7, The most expensive policy commitments of recent years
which lay within the cfTective control of politicians and
administrators have been to the constant improvemeat of
staffing ratios in schools, ard to the satisfaction of “'soci
demand™ (the Robbins phriase) or “private denmand” for
higher education. The former has affected expenditure on
the schools, but both have affected expenditure on higher
education. 1t could be argued that the commitnient 10 a
disteibution of places within higher education which favoured
applicants for science and technotogy has also proved very
expensive, but il is difficult 1o diseatangle the cost of this
policy (rom the overall costs of universitivs and polytechnics.
The following table shows the increase or decrease in the
share of total education expenditure taken by selected
sectors of education in a period spanning the lifctime of
three Parliaments and two governmenis.

TABLE 2

Proportion of total educaion sxpenditure at curreat prices by
public authorities (Enghnd and Wales) on selected itenis,
195960 and 1970:71

: ¢ : Changein
Category E 1959,60 1 1970;71 'proportion
E i |
e s e e e e
; R B
© 1. Primary schools: }
current and capital expenditare | N ;o e | -3-5
1 Secondary schools; ‘ !
current and capital expenditure . A R ) o= 5-4
SO VR U S
). Further and adull edycation: ; i i
students' tuition fees, other current and | ! \ !
capital expenditure . . i 1o oire i26 i
4. Training of leachers: |
current and capital expenditure on ; i i
tuition and residetice | . . : 2 38 +1-8
S Universities: N :
geants feom public authoritics 1o : :
students for Luitioh fees and Lo ; ! ]
univeisities for cutrent and H | : i
capital expenditure . . . . 73 ‘ 16 - . 143
: : | J -
" — i :
§ N S 3 { E
1 6. Maintenanice grants to students on - i ! S
L <ourses in categotics 3-8, plus salaries | i i
i 13 teachers on secandment for | { i !
i in-service Lralning S B IR T JNER TR 5 TN R B
b o _; ! » E I
P ! i ;
T 3-Gropether L, Aon £ R R [
NOTE ' Co

Pcr:ghlafes are calculated from figures for elrendiiurc {ven in Siatistics of -
Education 1971, Vol. 3, Finance and Awards, HL.M.S.0. 972, Table 2,

‘Even when part of the cost of teacher education is attrl-

. ptiorities. A more serious example of the same phenomenon - -
: Q sthe consequence of the 1968 cuts, which, apart from
F MC deferment of the raising of school-leaving age, bore

_buted to the school rather than to the higher education =~ -
- sector, it is clear that resourccs were redistributed from the
former to the latter. Even after 1967, when both the largest



political partics committed themselves 10 4 policy of “*positive
diserimination™ in favour of the disadvantaged. there has
been a shift of resources towards higher edueation - which
of course contains 4 high proportion of the non-disadvantaged
{a more anodyne word than “advantaged).$ To protest
against a slower rate of grawth in higher education expendi-
ture - which is not necessirify the samie as the rate of increase
in numbers of students admitted- therefore comes il from
those who advoecate diserimination in favour of the deprived,
untess they atso argue for a substantial shift of resources
away from other activities, publiv or private, and into
education,

8. These are examples of mdional resource munagenient
which cither run counter to professed sociul and edncationat
puinciples, of fiuve not been jusiitied in terms of them, There
is & recent wnd interesting instance of what must cither be
failure in government (o decide which of two opposed
educational principles s paramount, or of concealed deter-
mination ol an cducational issue on resource grounds. The
English education White Paper of last December? says that
“Goverpment believe it would be right' for “moest™ extra
nursery provision to be made in the form of classes attached
to primary schools, ** Educationally this has the advantage
of avoiding a change of schoo! at five,” The Scoltish White
Papert Gssumes o half-and-half division between such
classes and separate nursery schools in the carly years of
the programme, and argues that it is undesicable to attach
classes to large primary sehools sinee young children cannot
visily cope with very Lurge numbers of fellow pupils.” “The
Government” there concedes that it will bear its share of
the additional cost of providing places in nursery schools
rither than in nursery classes, while in England “no allow-
ance” is made for tiis, The cconontic urgument is clear, and
two valid edacational principles are opposed. it choosing
between them as o basis for resource allocation “the Govern-
ment™ shows eloar sigos of schizophrepia. Alteraatively,
S.3.D. has done better than PLE.S. in bargaining for extra
resources within government, or finally, there are concealed
arguments about the optimum cducational use of existing
physical resources in Scotland and in England. On the
evidenee presented, it is hard 1o escape the conclusion that
there is an clement of the irrational in government's
managenment of the available resources.

9. There is o further problem in both White Papers in
respect of nursery education. Despite the statement in the
English White Paper that "a ¢lear perception of objectives”
is necessary, T neither provides it, Both speak of the com-
pensatory Tunction of nursery schooling, but both also
suggest that demand can arise from other groups than the
disadvantaged. The ditficulty is that if the programme is
intended to be solely or primarily compensatory, it implics
“positive discrimination® in the use of resources, whereas if
it has multipte objectives it does nat, The White Papers
give nto clear guidelines. 12

10. My purpose in secking to show that despite P.AR,
and the Public Expenditure Survey system resource planning
for education in central government remains imprecise and
not fully rational is to suggest a question: what would be
the consequences if it odased to manifest these features, or
was believed by the participants in the planning process no
longer to manifest them? One consequence might conceivably
be that the edugation service received not a larger but a

-smaller resource atlocation, if it could be sliown that certain

- ceducational objectives might in the long term be better

.- achieved through heavier and bettee planned investmant in
other services, More certainly, ministers and for that inatter
sentor officials would come to feel increasingly constrained
in their choice of policies: the field of rational choice would
appear to narrow, They would thus be leéss sensitive than

- now to the arguments and pressures of outside bodics, includ-
ing the organised teaching profession. A sénse of certainty -
O cateal government of what should be achicved and how -

E mcmid be achicved (however delusory) wauld also lead to

increased direction or dictation (0 1o¢al authoritics as 1o the
use they made of the Ananciul resources provided to them,
Signiticantly, fittle discretion is left to authorities or colleges
in the total number of students they may accept for courses
of teacher education, or in determining the balance of train-
ing - field where central government has, whatever fore-
casting errors it nuiy have made, felt certain of its numerical
rectitude. More precise and “rational™ long-term resource
planning in central government would then probably result
in & diminution of the autononsy and the influence of the
ather “partners™ in the government of education.

1. Finance flows from central to locl government
primarily through the Rate Support Grant. | mention it only
because i is negotinted for fixed 2-year periods (with some
wllowanee for inttation in the “olf™ year), and ihere is no
indication of its likely level thereafter. This cunnot be
squared with the S-year rolling progranune of the Public
Expenditure Survey: at the least preliminary decisions about
the third year of R.8.G., on a tolling basis, would be
required. The schoo! building programme, rolling forward
over 3 years, comes nearer to the PEL.S.C. model. The
annpal notification from D.o 1, of the permitied level of
expenditure on 'locally determined schemes® is furthest
from it. Recently central government has taken to advising
local authorities, again on an annual basis, of the limits
within which they shoutd seek to restrain increases in
expenditure,

12, The Uducation and Arts Sub-Committee of the
Conumons Expenditure Committee last year doubted the
wisdom of using so many dilferent financing and planning
periods in the development of specifically higher education, 13
{The picturce of university planning dilfers, but is seircely
more compalible with (he Public Expenditure Survey, since
here S-ycar fived periods are used for recurrent and equip-
nent grants, and shorter periods Tor the building programme.)
Their argument can be generalised to cover all education
expenditure. 1t §s of course possible to exaggerate the degree
to which these systems are out of phase with one another;
thus, it was not accidental thit the 1972 education White
Papers, which embodied the university quinquennial settle-
ment, and behind which doubtless lay detailed caleulations
of local authority education expenditure for a S-year period,
appeared at the same time as the annual public expenditure
White Paper. Neverthetess, the detailed figures for local
authority expenditure were not revealed: to have declared
them would have been 10 give a hostage to fortune, The
control of local uuthority spending remains onc of the more
sensitive mechanisms for short-term national economic
nxinagement, within of course narrow parameters. Hence it
is advantageous to central government if in this area financial
planning continues {o manifest clenients both of impeecision
and of hypocrisy, or concealnient.

13, While local authoritics themselves used the traditional
one-year fnancial planning system, these disparities perhaps
mattered little. Now however there is a powetful swing not
only to corporate management, but (o longer-term resouroe
und policy planning within the corparate structure. Some
57%; of local authority reventie is derived from gevernment
grant. It therefore makes cver-decreasing managenent senseé
that the espenditure for which that revenue is used should
be planned on a S-year rolling basis in both central and
locatl government, but that the link between the two levels
should consist for revenue of bieinial negotiations for a
fixed forward period, and for expenditure of annual notifica-
tions and advice, supplemented by a dyear rolling building
programme. The annual adjustment of R.8.G. to iake account
of pooled expenditure; so that rio authorily knows for certain
until Jate in the day 10 what expenditure other authorities

“have committed it, is equally hard to accommodate within

S-year planning. Local authoritiés accept in any event that -
there must always be short-term adjustiments {o pernitied =
expendifure (o take account of a changing rational cconomic
situation, It might therefore scem desirable to encourage
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their own long-tern resouree phinning by giving them
clearer indications of both forward revenue support and of
permilted expenditure, always of course within the frame-
work of poticy conumitments afready announced or adopted.

14. The introduction of corporate managenient to i wider
range of authorities raises other probloms of cducation
resource mapagement, to which ! shall do no more than
allude. Education expenditure-—~whether it be on buildings,
teachers, equipment or anything ¢lse-- s, in the school
sector at Jeast, largely determined by demographic change,
Authorities can neither individually ner collectively control
the birth-rate, They can however exercise considerable con-
trol over the movement of population, and it is population
shift which in part determines when and wheee @ new school,
or an exlension to an etisting senool, must be built, statted,
cquipped and operated. At the samae time, some cducation
spending is on social welfare objectives; a corporate manage-
ment system ought to ensure that such expenditure is ¢o-
ordinated with that borne by social service departnients,
and that there is neither duplication nor neglect of desirable
activities, Yet the structure of Joca! government for England
which will operate from April 1974 outside London, pet-
petuittes the division of planning, housing, social services
and cducation between two types of authority, That all
authoritics are now to be deemed “equal’'-- e, county are
not superior to district authorities-- may niake problems of
co-ordination yet more diflicult of solution, The split is not
the same in metropolitan and non-meteopolitan arcas, nor
yet in Wales and post-1975 Scotland, bul there is the same
need for co-prdinated planning. Only the strongest continu-
ing and format links at both official and elecled member
levels are likely to achieve it

15, The use of corporate management and fong-tenu
planning systemis in loeal authoritics could replicate the
effect of their use in central government. They diminish the
pereeived short-terny freedom of choice of those applying
them, discouraging the entreprencurial councillor or for that
niatter official. In one authority, where this approach has
been used, an official from another department suggested
that at least he could spot the weak points in the proposed
budget for education and knew where to propose reductions,
A longsserving counciltor in the same authority confessed
that white on the old systent hie knew exactly which levers
to pull, and at what moment, to achieve i personal policy
aim, he still had not discovered how to “operate” within
the new system. When control of an authority changes hands,
the newly elected majority must find that despite their
promises 10 the electorate their freedom of manoeuvre
within a three- or four-year ternt is very narrow, unless there
is massive disruption of carefully co-ordinated programmes,
Doublless this was always true: what is new is the clarity,
perhaps oven the misleading clarity, of its perception which
corporate forward pianning brings.

16. The danger is that such perceptions will make both
ollicials and clected members fess sensitive to changing
institutional, community and personal needs and demands,
Better two-way communication with the pubtic will not be
cffeetive unless it is seen to affect policy. Forward planning
for the optimum educational use of existing and ncw school
buildings may lead to rigid zoning and pupil-ailocation
schemes (no names, no packdrill!), If an education authority's
objectives are specificd in detail at an operational level, the
peresived freedom of headteachers to set their own institu-
tional objectives may be narrowed, and subsequent discussion
with them of their own role in achieving the corporate plan
may not alter this view. Above all, becaiise the authority
must plan the overall resource allocation for its schools and
colleges, it may set staffing and equipment norms for &ll
“simiilar’’ institutions which it maintains, Just as oentral

governnient now tries Lo plan teacher supply on the basis of

“target overall stalf: student ratios, 14 so local education
thorities centrol the allocation of staff to their schools

l: lC d may set ovcradi norms for cach seclor. Indccd sinee

teaching stafl still account for some two-thirds of the running
expenses of maintiined schools, and all stafl for sonmwe three-
quarters, the permiiticd teacher:pupil ratios is one of the
most sensitive instruments (o use for short- and medium-
term control of expenditure, Other wuthoritics seem to use
the capitation allowance: an examination of any year's
Education Statistics from the LM.T.A. leaves the imipression
that reading and writing standards are not universally high
partly because somie authorilies provide few books to read
and others Little upon which to write, One North of Lngland
county borough spent so liltle under the head of “stationery®
in 1971/72 that | suspect its schools must stili use states—
which presumably appear as “educational equipment™.

17. Eric Brinult has argued cogentiy!® that a wide variety
of combinitions of teaching stalf, technical and ancillary
stafl, and cquipment is educationally permissible, that the
nceds of schools ¢iffer and that the most appropricte “mix”
of these elements may best be judged at school fevel vvith
whatever expert guidianoe may be necessary), and that it is
essential that all the elements in the package be planned as
a single entity in order to secure maximum cducationat value
from their use. This inevitably entails the devolution of some
responsibility for resource management, within everall
financkil limits, to schools and colleges. 1t thus fits neatly
with political demands for greater institutional autonomy,
and for fncreased teacher, parent and communidy participas
tion in managenwent; The principal weakness in the Governors/
Muanagers system has always been that they do not control
any key resources, and thus have no “'government' or

managerent™ function, At the same timg, the demands of
sound management practice reveal the way out of the
dilemima which [ have suggested their satisfaction at govern-
ment and local authority fevel creates, 16 the suceessful use
of corporite resource planning technigues there has perhaps
unacceptable political consequences, that is mercly an
indication that change in the method of planning and con-
trol has side-effects which can only be obviated by change
in the structures of managenent,

13. 1 would enter three caveats. Firstly, local authoritics
could not content themselves merely with fixing overall
financial limits for institutional expenditure. Resources of
the sume monctary cost are not necessarily interchangeable,
Put simply, you cannot coploy in total more teachers than
there are available in total. Devolution of resource manage-
ment 10 institutional level thus denands bargaining, and
involvement of institutional represendatives in corporate
planning at authority level. 1 the authority merely adjudi-
cates between bids, the process will be neither managerially
nor “democratically’ satisfactory. This might lead to the
same conscquence as the system by which central govern-
ment divides the school building programme between
authoritics: some authorities still bid for a quite unrealistic
allocation, effectively feaving free choiee, and henes un-
tramimelled power, to the Territorial Principal of the
Departiment (or in Scotland, to S.E.D.).16

19, The sccond caveat is that the resources of schools
serving the same community can with advantage be planned
and managed as an cntity. There is thus a case—not the
traditional case—for ‘‘grouping” schools, primary and
secandaty together—or first, middle and upper schools, and
perhaps even the FE. college.

20. Thirdly, power implics usponslbxlny, and responsi-
bility can be cxercised cffectively only with knowicdge.
Manzet's judgment of the National Union of Teachers is
apposile.!? *“The failure to comprehend the realities of politics
in its policy deliberations is partly the result of a proocdural
gap in the internal government of the Union. ... There is
no cffective dow nward communication of the framework -
within which . . . demands must be put and of the resources
available for distribution to education. ... The policy
deminds made by teachers . .. have been derived from

“long-standing ideats and goals and have refused to admit -



the implications of the relative shift from educational theory
to cconomic considerations as i basis for national policy
determination.™ Whetlwer this be the right judgment of the
N.U.T, or not, the lesson for effective resouree management
in schools is clear, There must be elfective conununication
dowmwards from the authority of the framework within
which decistons must be taken, and of the factors which

will determine the most elfective use of linuited resources,

Lo Bt in schools and colleges that the work of the D.ES.
on what have become known as the " Delany norms™ is most
usefully applicable. They have been used by the Pooling
Comniittee to suggest target stalls student ratios for alt
establishments of further education, and its reconunenda-
tions have it urn been used by i few authorities Lo impose
statting cuts on particular colleges. Here we have the perfect
example of the effect of central resource planning techniques
upon first the local authorities, and then through them upon
the institutions, where managerial choice seems to decline
t vanishing points Yet Deluny's work is invaluable if it is
applicd within institutions exercising some freedom of
resouree management inside predetermined financial limits,
The more widely understood are the factors affecting stalf
utilisation, the mote likely is it that professed educational
objectives will be achieved. The most striking example of
uneonscious resouree management with unforeseen con-
sequences is undoubtedly the use of teachers for snall
groups of sixih-formers studying i wide and diverse range
of disciplines, Tt nay be argued that this is desirable on
cducational grounds -although it is hard to see how to
Justify an overad! sixth-form weacher:pupil ratio lower in
many authorities than the target ratio for universities- but
at feast the effect of this arrungement on the achievement of
other educational objectives should be understood by
teachers Gand by parents) so that alternative uses of tesouirces,
and the use of alternafive resources may be rationally
considered.

et me conclude on a provocative note. Wider and
deeper understanding of the factors alfecting chaice in
resource utilisition may have repercussions throughout the
government of education. Firstly, it nuy become apparent
that constantly 1o urge continued improvement in teacher:
pupil ratios!8 is but one choice among alternatives more
than one of which may be as ettective educationally. It may
also be understood that to seck this, plus improvenent in
the real value of teaching saliaries, is to limit the number
and scale of other improvements in the educational system
which may rationally be sought-—unless the aim is to re-
alfocate resources from other activitios to education. If that
is the ainy, it becomes ever more necessary, as both central
and local government adopt a corporite management
approach and long-term resource planning. (o say from
where, on what grounds, and how the reallocation shall be
made, and what its consequences for other services may be,

23, Sccondly, it may also be better understood that the
organisation and content of ¢ducation and the resources
(both in volume and type) which it consumes, are inextricably
interlinked. There is tittle point in denying to those from
whom one demands new structures and incréased resources
any interest in the use 10 which they are puit. That ministers
and ofticials have no interest in the curricutum, in what is
taught and learnt, has always been a myth. A hidden interest,
perhaps expressed through resource attocation (for example,
to the polytechnics rather than to the universitics) scems 10

e more objectionable than overt, if co-operative, involve-
mént.

24, Finally, the relationship belween resource consurmption
and institutional autoriomy may become clearer. In post-
secondary education thire can be little justification for the
continued replication of the same or similar teaching material

: m a hrge numbser of instiutiors, at high cost. {n the schools,
s learning resources ure 1a0st effectively used if shared,
l: lC her between schools or more wndcly within the local
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community, or throughout an authority's area, 1€ eficient
resodree managentent demands a reconsideration of the
telationship of central government, local government and
institutions, it also requires schools and collieges to question
the absolute vilue sonie have accorded to institutional
autonomy and to some forms of teacher freedom, Ossifica-
tion of attitudes is the enemy not only of effective resource
manngement, but also of education.
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Response: D. P, J, Browning

I am sure we all regret Professor Fowler's illness because
his Paper is very closely argued, it’s not light reading, and
I think we should have been able to give it much more care
and attention if we had had it more in advance, and | think
we should all have welcomed the opportunity of & detailed
discussion of this paper with him. However, the situation
which we are confronted with today is that some of us only
received the Paper this morning. Therefore, to aid your
instant digestion of this heavy malerial, and I am going to
attempt to indicate briefly the essential argument of the
paper; and then to help your critical consideration of the
argument, I am going to make a few comments, with Mr
Davies following, to help the discussion begin,

Now Professor Fowler, in considering the problem of the
Management of Resources in British education, has started
off by pointing out the partnership which exists in running
the system, the partinership between central government,
local government and the organised teaching profession, He
also calls atténtion to the ¢ncouragement now being given
to increased participation in running the system by parents
and local comnwnitics. ‘

Well, with this statting point he then goes on to descnb‘.
the system of central planning and control of pubtic expendi-

- ture on education exercised by central government. He

describes, first of all, the annual expenditure surveys, which
are pubhshed each year in the autumn; Thesc sur\'eys
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anticipate the likely expenditure on the edueation service

i the fimnecial year shead, bt a'so this expenditure is pro-
Jectad forward for five yeurs on the basis of the policy
trends which are wt this point of time visible, Beside this,

he also deseribes AR, as it is called - Progranume Analysis
and Review. This is the means by which centrit government
reviews projections and objectives, and how progress towards
them s being made, Well, having done all this, Professor
Fowler spends considerable time in examining the in-
adeguacies of this systeny, The first point he makes iy that
whilst the public expenditure surveys are undertaken annually,
the five-year forecasts chinge from year to year and he pro-
duces a table showing the changes which have appearced in
recent White Papers without any explavation at all. The
policies indicated in the surveys—the projects which central
government have in mind-—uare carricd out by local authori-
ties with financial assistanee provided through the rate
support grant, The rawe support geant is caleulted every
two years, but is adjusted in the light of changes and ofter
much arguing and in-fighting every yeur. The important
thing to realise is that the rate support grant is in no sense
an carntarked grant, ftis o generaf giant given to local
authorities to dispose of as they think best and so in this
process there is no guarantee that a local authority recciving
its rate support grant witl in fact carry out the poticics
which the central governmient has faid down,

So this is the siuation: you have the annual public
expenditure surveys with five.year projections, the rate
support grant worked out every pve yoars, but updated
annually, and in addition you have continuous school und
college building programmes, which are rolling progranunes,
operating on a three-year basis. Then for expenditure on
furnitwie and equipment and youth service projects (“locally
determined schemes'™ as they are known in the business),
the total sums available to local authotitics are determined
by the Departnient of the Environment on a yearly basis,
Well, here you see the difficufty of integrating in a coherent
wity all these different operations, Professor Fowler makes
& very telling point: to make this situation worse, you have
central government frequently using local government
expendilure as an ¢conomic regutator,

Professor FFowler's conclusion is that resource planning
by centeal government is imprecise and, this is his term,
“not fully rational”; and he shows how in a large organisa-
tion like local governmeant, it is in fact very ditficunt to
achieve an integroted and systematic approach to public
expenditure. (He makes o rather amusing but significant
point about the recent White Paper on future educationaf
cxpansion, You know that considerable amount of space
was devoted to nursery education. Well, Professor Fowler
has compared the English veision of the White Paper with
the Scattish version of the White Paper. He finds in the
fnglish version that advice is given that nursery units should
be attached to existing primary schools, because for the
children there would be no change of school involved.
However, in the Scottish version the advice is directly
opposite: young children are seen as not being uble to cope
with too many older children and so the advice is separate
nursery establishments for them.)

Well, given the conclusion that resource planning by local
goverament is imprecise and not fully rational, Professor
Fowler asks the basic question: *{s it desirable that this
situation should be realised 7’ In providing an answer to
this question, he hesitates considerably and finatly decides
No, for three reasons, He considers that if there were greater
certainty by central government in its planning of resources,
. _this would be likely 1o lead to a diminution of autonomy
and influence by local government and the teaching pro-

fession. He also thinks that if there were a greater certainty,

there might be less sensitivity locany to changing needs and

= ~demands; and with greater certainty, he assumes firmet

: '*M'-'ol This would meana narrowing of opportunity for:
l: lC ion by heads and colleagues in individual institutions.
¢ll, at that pomt I stop speakmg for Profcssor Fowler.

A ruiToxt provided by ERl

and myself join in, because 1y answer to this question: ls
it desirable that this situation should be realised 7 is com-
pletely ditferent, 1n my view, the present situation is deplor-
able. Just fook at the expectitions which the recent White
l’\mgr tats raised about nursery education, stalting standards,
in service training and the du\ulopmum of higher cducation;
and there is hardly anything st all in the White Paper on
how all this is 10 be paid for,

Contrast this with the situation this autumn which con.
fronts us who are working with local authoritics, as we have
to prepare our estimates for 1974-75. First of all, inflation
is running at about 92, Then next April for those authoritics
in England and Wales who are faced with reorganisation of
local government, this is going to be a tremendous addi-
tional expense in stafl, in new buildings, in compensation
for loss of oltice, for very generous retirement arsangenients
to encourage those over 50 10 go. There is all this, and it
has never been costed, In addition, certain local authorities
will be combining and there will be all the expenditure on
harmonisation of policies and practices. Reorganisation will
involve substantial additional expenditure next year but
then, as Dr, Greer indicated this morning, discussions are
now going on about rate support grant for the next (inancial
year, He indicated that a plus of 79 is necessary for educa-
tional needs next year; yet the present state of negotiations
indicates the Government is likely to make only a plus of
under §9 available,

You can see from this example the amjor difticultics which
are likely to face the education service from 1st April next
year, Inevitably, there wil) be screams about this because
the rates won't be able 1o 1ake at one go all the implications
of the present situation, and then the screams witl go up
about the inadequacics of local authoritics, But behind it is
a situation which {s ntostly of central government's making,
with local authorities having the job of naking the best of
the difficulties. From this one example, I say that the present
imprecision and iflogicality in central government arrange-
awnts are no longer adequate. Furthermore, there is a strong
ntove now in local government, encouraged by reorganisa-
tion, towards corporitte management and this means & more
rational and systemutic approach towards the management
sesources. A contmon objective is that cach authority should
work out its broad strategy over a five year period, and then
having got it clear, to de-centralise decisions as much as
possible to the institutions involved. At the same time there
is an attempt to ensure that flexibility remains within this
framework (o permit adjustments for changed circumstances,
Afl this, in my view, is to be much encouraged sithin local
authorities but this irend will not be encouraged, but rather
frustrated and not taken seriously, if there is a continuing
lack of realism and coherence and consisiency in central
government planning, and of inadequate funds béing made
available through the rate support grant for the policies and
services which central government propounds. i have
attempted to indicate the essenee as 1 see it of Professor
Fowler's paper, He has asked a basic question. In answer-
ing, he has conie down on one side of the fence; Uhave
come down on the other, Me Davies is now going to look
at it further.

Response: J. L. Davies

1 find this paper a fascinating one to comment on, since
it raises so many fascinating issues. Whilst agrecing with
Peter Browning that there are national circumstances which
are beyond our administrative conltrof as institutions and
jocal authoritics, there may nonetheless be activities which
we can undertake to cope with the situation in which we
find ourselves, so well portrayed by the two previous con-:
tributors, There scem to be three major issues arising from
Professor Fowler's paper, which T would like to develop
furthcr the question of jusurymg cxpcndnlure for educa-




tional purposes; the mnaer it which choiees or priorities
ire exposed; and the question of secuting 1the commitment
of the participants within the systeni to given courses of
action. Let us now examine these in wrn.

Justification

It s cloar that the guestioning of the use of resources in
cduettion is going to be a major issue of the neat decade,
This is particularly evident in the case of the non-educa-
tionalists who are concerned with planning and financial
allocation, especially treasurers and the newly rampant chief
executive ofticers in local authorities. All services are being
rigorously asked to substantiate ¢laims for more resources,
and whilst in the past in education we have claimed a cortain
degree of immunity on the grounds of acitdemic freedom
and the fact that the bitth-rate is beyond our control, the
advent ol corporate nunagement, performance review suh-
comntitices, cte., would seem to indicate that things are not
going o be quite the same again. We are, therefore, loread
to ask the question “how do we know whether our institu-
tions are elfective, and can we inler any relationships
between a given input af expenditure, and a given outcome
in terms of educational, cultural, social or cconomic
achievement 7

Assesaing the effectiveness of the educational institution
ts o ditficult task at the best ol times, and our techoology of
dvsessntent s sadly imperfect. However, the following arcas
of investigtion sre worth recording.

{1} Professor Foswler makes the point that corporate
management systems may nake both officialy and eleeted
mambers less sensitive to changing institutional, community
and personil needs and demands™. Thus, it muy be inferred
that the legitimucy of the cdaeittion serviee's dentands for
more resourees cant be pereeived as rather Himited, and may
be based on the professional’s interest rather than that of
the client, This s unfortunately true of several corporate
management systems my colleagues and 1 have observed,
Strangely enough. this muy be beciuse of a theoretical lapse

the TRilure (o Base a corporate system on an open system
design, which forees dattention on the nature of vur com-
munications with clients--the extent and objectivity of our
information on the community, the elffectivensss of institu-
tions like governing bodies, parent-teacher assoctations.
advisory comminees, ete. There is, of course, likely 1o be a
difference between the overt demands of pressure groups,
and the needs of silent majonities and sitent minoritics, not
given to vociferous protestiations. Nonetheless, the point is
that jusification is clearly more convincing with a store of
demonstrable evidence of need for resources,

(2) Justification muy well need some “objective’ measure
of achievernent, Thus far. this hus been difficult to assess in
the long term. it is one thing for us to produce students
with a given qualification: it is another thing to demonstrate
their worth to the community in educational, social or
cconomic terms. One may attempt it through the economist's
approach of rate of rehurn studies, or manpower forecasting,
which respectively suggest that a student’s vajue (o the
community may be measured in terms of carnings: and that
one may justify resources by identifying 4 projected need for
given types of manpower. Some of these studies are helpful,
particutarly a1 national level, but thus far, not much has
emerged useful in practical day-to- d1y juslification for the
local administrator.

(3) We may be glad to use other “objective" indicators
Lthat resources are needed, indicators pacticularly related to
‘the peéculiarities of the enviconment, or the nature of the
learning and administrative process within the school. The

ubrqmwus staffistudent ratio, or staff/pupil ratio has assumed -

primacy in this context. We have already heard in this con.

- ference of Mr. Mchrmy s fascinating paper, which includes

‘ C“ ‘fications” like the number of rémedial children, in-
I: lce lratnmg, e\lra-dcmrtmenlal aMImstrauon cley,
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and of ILEASS deprivation index, discussions on which
include reference to pupil turnover, teacher stress, housing
stress, disturbed children,

This notion of “abnormuls' and formulae, whilst paten-
tiully conlusing to the uninitiated, is nonetheless an impor-
tan development which should Jend weight to our arm,

Our observidions thus fiur hive been directed at a sort of
self-defensive reaction. This ought not to obseure the funda-
mental point that the community has a right to expect that
We use our existing resources effectively and with imaginae
tion, Periodically, o peep at the skeletons in our cupboard
is highty desirable. For instinee, when polytechnics began
to look at their performance as a result of the Pooling
Committee recommendations on StaffiStudent Ratios for
Advinced Level Work, several institutions found themselves
with, Tor example, 25 sceonee or engineering teachers oo
nmutny, or. conversely, about 200 1t students 1oo few. This
is, of course, explicable in terms of the market downturn.,
What is not explicable is the absence of remedial action
over the last five years - market development, the search for
new activitics, the failure 1o redevelop staft, the proliferation
of options, und persistence in filling vacant posts with statt
whose expertise was not likely 1o be in demand. 1€ is also
interesting that the scurch for new modes of learning may
have been produced as much by economic rigours as by
external experimentation, Being foreed to justify, as Dr,
Johnson ence said, ina sightly different context, “con-
centrales the mind wonderlfully™.

The Lixposure of Cholces and Prioritios

We are often inclined, in cducation, (o coneeive of the
universe as being bounded by the edge of the school playing
field, or o sea of Porms FE21 We sometimes assume that if
there is o communily or client problem, an additiona! input
of resourees to be dployed by the cducation department or
mstitution will surely put it right. This need not necessarily
be so, sinee the root cause of the problem ntiy not be
cipable of being resolved by unilateral action by educa-
tionalists, though they may very well have o lirge pitrt (o
play. Thus, the dintogue with other local authority oflicers
in Recreation and Leisure, Social Scrvices, Housing,
Industrial Development, and maybe Censumer Protection
in terms of problem definition, pooling information, sctting
compittible and interretated objectives, joint activily at field
level, joint evaluation, ¢te., can only b2 to the benefit of the
clicnt in the long term. One of the heartening things 1
observed recently was the sight of a directer of education
being hotly defended in comniittee by a director of sociul
services, housing manager and industrial development ofticer,
on the graunds that his plans for pre-school provision were
sO pertinent o their own objectives that any dilution of
resources would ereate serious authority wide repercussions.,
Corporate management is not just a set of techniques: it
should be a state of mind.

The current shortage of resources and the decline in the
lax-base in Inner City areas, clearly mean that we have
problem of choice in authoritics and institutions: what 1o
do, and what not to do. What worries me a little is that our
decision-making is being made more difficult, and our
understanding of consequerices blurred, by potentially un-
helpful aspects of the decision and budgetary proccss. Let
me offer a few illustrations:

(1) Several autharities have encountered difficulties in
resolving problems in the 16-19 age group because
of the separation of Schools and F.E. Burnham.

{2) Budgetary headinigs may be essential for budgetary
control, but the separation of teaching stafl salaries
from non-teaching staff salaries and an absence of
virement between the headings does not assist either:
economy of a judicious mix of resources, The legend :

- Is widely accepted that it is far easicr to obtain (eachers
* than elerical or technician’ staflf; because of (he d fTer-
mg sources of external control
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(3) Capital and revenue budgets wre separated for good
reasons of financial management. However, it is not
unknown for committees of members and olticers,
dealing with cach on separate occasions, 1o pass
capital finance for a project, but refuse a revenue
atocation, Project budgeting may be more meaningiul
1o acadenics within instititions, also.
Decisions on course developments in further educittion
institutions normally do not include data on the cost
implications of such activities, und the people mainly
concerned with course design are nortully not cost
conscious, nor encouraged 1o be so. Cost conscious-
ness is not necessarily incompatible with the capacity
for educitional innovation. This separation of educa-
tional decision-making from resource decision-making
cun also prove 10 be unhelplul, 1tis highly tikely that
a given range of educational objectives may be capable
of being achieved through a range of alternative
mstructional models, These. in turn, are likely to have
different cost implications, 1£ it is possible to achivve
these educational objectives by the teast costly method,
is this bad, or counter to academic freedom?

The machinery for making decisions in education may
thus hold scope for improvement both at 1..E.A, and
institutional level,

(4
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Commitment

Implictt in Professor Fowler's paper is the significance of
the behavioural basis to resouree lecation and decision-
onking, and there is evidenee of encouraging developments
in this feld. This is particularly evident in global budgeting,
where the total permissible amount of expenditure is deter-
ntined at the top, and where the incidence of expenditure,
or cuts in expenditure is decentralised to appropriate levels
in the organisation, This determination of the prioritics at
particular levels will undoubtedly lead to more commitment
on behalt of the participants than is likely with an imposi-
tion of cuts from above; will develop participants® cost
consciousness and sense of responsibility without sacrificing
public accountability. One of the interesting features of the
next yeir by going to be whether the movement toward “'cost
centres™ can survive the cconomie stringencies and hardships
likely to be contained within the Rate Support Grant
negotiations, There is precedent for assuming that tighter
¢eonomic controls often mean tighter managerial control,
This need not be so. We shall see what redefinition of
“public accountability’” and “acudemic freedom™ may be
NeCessary.

This response to Professor Fowler's paper has been brief,
but this is no retlection on the stimulation of the ideas
contained theeein,



KK}

Corporate Management—Challenge

and Opportunity

A Summary of the Plenary Discussion in the Final Session of the Conference

E. A. Ewan

Discussion in the linal session concentrated nxinly on
implications for education of the implementation of cor-
porate styles of management at regional and divisional fevel
in the new structure of local government, with particutar
emphisis on information, evaluation and accountabifity,

The tirst point made from the floor was that under a
system of corporate managenent education would find it
much more difficutt to obtain resources than it had in the
past. Where it had formerly been cushioned by the statu-
torily delegated powers of the Education Acts. competition
with eother Jocil government seryvices would now be direct
and immediate, This fends weight and urgeney to the argu-
nment that a really professional approach to resource manage-
ment demands o eritical, sound and well reasoned case for
those resotrces allegedly required as well as careful assess-
ment of the ellicieney of their use. Dut it goes further; it
requires much fuller exposition of the arguments 1o the
clected members ultimately controlling the allocation and
distribution of the resources, and a presentation in terms
comprehensible to these members and 1o senior ofticials in
other professional areas with whom the educationist will be
competing for his share of the total available resources.

Information then, it wis agreed, will be vital: not only
information passed by the cducational resource seekers to
the decision-makers, but also infornttion available in much
more preeise detail to the educationists themselves on which
to build their case, Traditionatly educationists had tended
to concentrate too miuch on input of resources and pay too
little attention to output. Evidence was now increasingly
going to be required that monies already allocated had been
well spent before serious consideration would be given to
pleas for more.

This raiscd tire question of how such improved information
could be collected and presented to the tocal authority
education officer and members, One suggestion was a greatly
expanded corps of focal authority inspectors, advisers or
organisers to provide detailed and authoritative feedback,
not only on what was required, but also on the utilisation
of resources in the existing system. [t was further argued
that such a service coutd be maintained at quite reasonable
cwt, the figure suggested being less than 297 of the salary
bill for the teaching forcee.

Instead of pursuing the implications of this type of
approach, the conference passed straight on to consider the
basic problem of evaluation and assessment, Expressing
doubts about the ability of even a strengthened focal inspec-
iorate to micct the demands of the situation one member
argued that the really important matter was to find a balance
between saying on the one hand, quite rightly, that there
are many educaticnal objectives which not only are in-
tangible and cannot be measured, but might suffer fron the
very attempt-to measure them, and the opposite cxireme of
saying that because this is so we will not atlempt to measure
anything. Educationists should devole morc encrgy to seek-
ing solutions in terms of a consensus of people involved, of
whether in their professional judgment this way of doing

“something is belicr than that: Unless some such conclusion
©  be reached, the speaker felt, the “money. boys' would
[ Cin and, in the absence of agreed assessment of the
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telative merits of one course of action as against others,
simply adopt the cheapest-- and in the circumstanecs it
would be dithicuht to bltame them,

Other fundantental problems in evaluation were mentioned.
l-irsi it was recognised that not alf measurement in educa-
tion could be expressed in quantitative terms, and that con-
sequently, however diflicult qualitative assessment might
prove in practice, it was nonctheless o vital part of managerial
responsibility, The second problem was that the distinction
was not merely between whit could be measured quantita-
tively and what could not, but that the efieets of differing
time seales in producing results, as, for example, between
aursery and higher education, rendered many of the fonger
term ctleets incapable of meaningful assessment on a purely
quantitative basis, A third concerned the value judgments
involved in decisions alfecting priorities of resouree alloca-
ton among the various socialt services,

Accountability was then to be distinguished from measuri-
bility. While it is undoubtedly casicr to render account of
things precisely measurable, the responsibility at professional
level to aceept accountability for things less amenable to
objective quantitication remains unimpaired. Some debate
ensued as to those to whom managers and decision-makers
ought to be accountable. Apart from the obvious conununily
and its elected representatives, some argued, on the basis of
Prolessor Fowler's concluding plea for informied teacher
opinion, that the profession at lurge had an important role
in this respeet. This wits viewed with some interest as en-
visaging a much enhanced coneeption of the professionalism
of the teacher, even if it secemed rather remote at present,

At this point the chairman suggested that perhaps the ides
of professionat consultancy appticd to the ¢educational pro-
cesses might prove helpful in developing the kind of ethos
implicit in such a view of accountability. Perhaps because

of pressure of time, the conference did not proceed to discuss
the moral aspect of our ultimate accountability to the con-
sumers—-the young people themselves for whose education
we assume responsibility,

Since the whole conference was conceived against the
background of developing systems of corporate management
and the consequent competition among the various services
represented in the upper management structure, it was
natural that some attention sheuld have been devoted to
cxploring some of the conflicts involved, While it was widely
recognised that educationists themselves competed with one
another from arca to area for the scarce stafl resources
available with some detriment to the overall well-being,
some members pointed out that the same sort of argument
could be applied to conflict of interest within the corporate
management structure in a single authority, If the real
bepeficiaries of the system were acknowledged to be the
children und young people it professed to serve, then the
real interests of education and the other social services
might in many cases be much less far apart than a parochial
seif-interest would lead each to assume. One example cited
was the provision of nursery schools or classes and play
groups, a service offering benefits both educational and ,
social—inasmuch 4s these can be distinguished. The argu-
ment was then propounded that the work of one of the
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services might well benetit from the input of resourees into
another service,

Al this point Mr Davies interjected to admonish the con-

ference on a further over-simplification. Al day the term
“eorporate management™ had figured large in the papers
and discussion, bat no one had defined it. In fact, said My
Davies, there wis not just one kind of corporate manage-
ment, but several, A current research programie in his
department had identified no less than cight different types,
some extremely defederalised, some based on using the
expestise of people in various parsticipating departments,
and some organised on the principle of an active, perhaps
over-active, chiel executive exercising very tight conteol on
all the departments. Unfortunately, this conunent came
almost at the end of the session and there was no time for
its further development.
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la conclusion then, the discussion revealed general agree-
ment that the present system abounds in untidiness and
inconsistencies, many of them eradicable, but others more
deep-rooted, stemming from the ultimate dilemma of national
planned policy versus dutonontous local control, What was
needed was wider adoption of a management procedure of
having the different services produce sets of policy options
which could be costed and then evaluated in an aceeptable
professional context in order 1o fucilitate the selection of an
appropriate course of action based upon explicit criteria
and procedures for decision-making. What precisely these
criteria should be and how they should be developed were
topics demanding a whole conference 1o theniselves. Accord-
ingly, the chairman at this point called on Mr Browning, in
place of the absent Professor Fowler, to sum up the
conference,
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Envoi

D. P. J. Browning

Chairman, I think you will understand that al this point
I especially regret that Peofessor Fowler isn't here. This is
because | have now the job not only of winding up the dis-
cussion but also of making the last contribution for the
conference today. In doing this in Edinburgh, T am very
conscious that at the moment you've got a non-Scottish
team confronting you!

In listening to the discussion, I have been very much
reminded of Dr. Briault summing up last year's conference
on staff development. Those of you who were there will
remember the importance he attached to there teing a
niinagement thread, as he called it, running through local
education authorities from their education committee and
education department, through their arca offices, to their
schools and other institutions. Whilst we haven't been dis-
cussing staff development this year, I think it's essential in
this final session on the management of resources 10 stress
again the importance of a management thread, Whilst some
untidiness will be inevitable and can be improved on, |
think it is vital that there should be an intelligible and
devised management thread for the ecucation service run-
ning from central government and the D.E.S., outwaids to
the L.E.A.', and from them to their schools and colleges.
[f this were achieved, one might in fact get more coherence
and logicality and real sense of direction in the education
service than 1 think we've got at the moment.

Looking back on our discussions today on the manage-
ment of resources, we started off on staff resources in the
secondary schools. Personally 1 very much welcome Scotland’s
initiative in producing staffing models. What § should be
interested to know is whether central government is making
funds available to ensure that local authorities in Scottand
will in fact be able to achieve the staffing models set oul in
the report. We didn't hear much about this, Furthermore,
Murray White complained about some of the irrational
differences, as he put it, between L.E.A.'s in staffing in
England; and 1 can’t help wondering that if something like
the Scottish example were followed, and we had similar
models with a clear assurance that in the maze of the rate
support grant arrangements, financial resources were there
to achieve these models, then some of the difficulties which
Murray White complained of would disappear. My guess is
also that if this approach were adopted towards, for instance,
ancillary assistance and standards of supplies in books,
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stationery, equipment and materials, which the Chairman
has briefly touched on—if a similar approach were adopted
there, with an assurance that within the rate support grant
there were the necessary funds avaitable, then resources, and
sufficient resources for the education service overall, would
be more likely to be forthcoming. As to the final discussion,
Professor Fowler envisages that if better management is to
be achieved for the education service, changed relationships
will be necessary between central government and local
authorities, and local authorities and the education institu-
tions themselves. He, and other speakers, have indicated
that it may perhaps be necessary to look ut the sacred cow
of school autonomy, for if we have better management and
better communications, and a better supply of information
about situations and overall strategy, this will enable decisions
for institutions to be taken against a different background
and perhaps produce a different view and different overall
priorities, I think we come back again to this basic question
of how to produce this management thread, as Dr. Briault
termed it last year, but I'm applying it to the whole of the
operation of the education service this year.

Several speakers have touched on the importance of the
supply of ad:quatc informed information, and I wonder
whether at this point of time, with local government being
reorganised and stronger local authorities coming into
existence, if consideration shouldn't be given to the estab-
lishment of a Research and Intelligence Unit for the local
authority associations so that they can match the expertise
of central government in their statistics and projections—
because at the moment local authorities go on in a very
amateur and perhaps not always reliable way. The educa-
tional statistics produced by the treasurers’ association have
been quoted and these are notoriously unreliable. But [
think that with more reliable information, perhaps a dialogue
between local authorities and central government could take
place on a more equal basis which could be of benefit to
the whole education service.

And whilst we're thinking about schools and colleges in
this situation, perlaps we should remember the national
centre for school administration which has been established
here at Moray House. [s it not possible that something
similar should be considered for England and Wales? This
is a topic, however, which we must leave now to be pursued
elsewhere,



